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This document is a companion volume to the first Annual Report 
of the Clerk of the Privy Council to the Prime Minister on the Public 
Service. The latter document has been put forward in partial fulfilment of 
the obligation set out in the 1990 White Paper on Public Service Renewal 
under which the Clerk of the Privy Council is to report annually "on the 
state of the Public Service in general, and for the next five years on the 
implementation of Public Service 2000 in particular." The Annual Report 
is very much a personal statement on how I see the Public Service at this 
time, what we have tried to achieve in renewing it, and what I see in the 
future for this great national institution. 


The present volume, entitled Public Service 2000: A Report on 
Progress, fulfils the other part of that obligation, namely to report on the 
implementation of Public Service 2000, the process of Public Service 
reform and renewal launched by the Prime Minister in December 1989. 


This companion volume has necessarily a different character than 
the Annual Report. Because it must assess progress in the many 
dimensions of a reform exercise that affects the entire Public Service, it is 
much longer than the Annual Report and it contains detailed information 
that may not be of direct interest to as wide an audience. Nevertheless, it 
is important that-this information be published because it represents the 
first public accounting of what has been achieved since Public Service 
2000 was announced. 


This Report on Progress assesses progress against two sets of 
yardsticks. The first yardsticks are the commitments contained in the 
White Paper itself — commitments to the reform of the classification 
system, to better career development and better training, to service 
standards, and to a leaner and more flexible Public Service in which 
resources are concentrated at the point of service delivery. The 
commitments set out in the White Paper are clear. Many are reflected in 
the ensuing Public Service Reform Act (Bill C-26) that is now before 
Parliament. Many are explicitly cited in the pages of this Report. All have 
been acted upon in one way or another. 


The second set of yardsticks are the five areas that I identified as 
priorities for Deputy Ministers in May 1991. Those areas were: 


introducing service standards and client surveys as ways to improve 
service and to build a continuing dialogue with clients; 


- reducing the number of levels of management in departments to 
improve efficiency and flexibility; 


- increased delegation of authority, especially to the regions — again, 
to improve front-line service; 


— improved career planning, especially for women; and 


— fostering the work of "councils for change" in departments, as 
mechanisms to ensure continuing progress in reform and renewal. 


Two fundamental themes underlie the activities and 
accomplishments described in this Report on Progress: 


a) measures to improve the quality and’efficiency of services to 
Canadians, and 


b) measures to foster a more people-oriented working environment, 
one that encourages innovation and maximizes job satisfaction. 


These two themes define the structure of this document. Part I outlines the 
types of activities that have been undertaken to improve services to Cana- 
dians, and Part II describes the steps taken to improve the public service 
workplace. Part III is a set of annexes containing detailed statements of 
fact or doctrine in some of the key areas addressed in the text itself. 


Measuring just how far we have come in any of these areas is a 
difficult task. This Report on Progress is not the result of a comprehen- 
sive audit. It is not an exhaustive or highly quantified survey of where 
things stand throughout the Public Service in implementing the immense 
process of institutional and cultural change that is Public Service 2000. 
Such a report, if one were possible, is not my objective. Rather, I thought 
it would be useful to assemble in one volume an overview of the kinds of 
things that are being done by individuals and groups throughout the Public 
Service to move forward the process of renewal. 


The Report on Progress brings together, therefore, dozens of 
specific examples of what has actually been accomplished in departments 
and agencies. There are many other examples that could equally well have 
been cited in a document such as this. These examples are offered not as 
proof that reform has succeeded — for success in this sort of enterprise is a 
long term endeavour — but rather as clear evidence that the spirit of reform 
and renewal is alive in the Public Service, and that the process of change is 
irreversible. 


il 


By far the majority of the examples cited in this Report on 
Progress are examples of what has been done by departments and agencies 
themselves, through the imagination and dedication of individual 
employees, to improve the service they offer to their clients or to improve 
their working environment. These examples show us all what can be done, 
despite limited resources, to do a better job, to change the workplace in 
some positive fashion, or to cut red tape. The examples show that public 
servants care about their profession and that they care about service to 
Canadians. They show that the Public Service is both ready and able to re- 
equip itself to meet the challenges of the coming century and to continue to 
play a central role in building a stronger, more prosperous and more united 
country. 


As head of the Public Service, and as a person who has devoted all 
my working life to this vocation, I am proud of the accomplishments that 
are reflected in the chapters of this report. I am proud of the more than 
200,000 public servants who serve Canadians in hundreds of communities 
throughout this country. I can see that they have taken ownership of the 
process of public service renewal. There is still a long way to go before 
we reach our common goal of a fully renewed Public Service. But we are 
clearly on our way. That is something to recognize and to celebrate. 


Ce eee 


Paul M. Tellier 


Clerk of the Privy Council and 
Secretary to the Cabinet 
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Chapter 1 
A Streamlined Public Service 


... systems of personnel and administrative control through- 
out the government will be clarified and simplified.’ 


INTRODUCTION 


When Public Service 2000 was launched, occupations and structures 
within the Public Service were essentially the same as they were 25 
years ago, when the current statutory regime governing personnel 
management was introduced. Over time, it had become apparent to 
many observers, both inside and outside government, that the number 
of occupational groups, levels and layers in the Public Service 
contributed to hierarchical, rigid organizations that were a real barrier 
to mobility and, in the end, to getting the job done. These structures 
needed to be modernized to bring about the major changes that were 
called for in the White Paper: 


the Government proposes to reduce the number of 
occupational groups by some two-thirds and, as appropri- 
ate, the number of levels within these groups. 


... the Government will reduce the number of levels when an 
affordable means of doing so can be developed that will not 
adversely affect employees’ salaries. 


... for most departments the number of senior reporting 
relationships below the Deputy Minister will not exceed 
three, notwithstanding that there are more than three 
promotional steps. 


The Government has decided to rename the Management 
Category as the “‘Executive Group’’ and to integrate the 
SMs with the existing EX-O1 level.’ 


' Announcement of the launch of Public Service 2000, Office of the Prime 
Minister, December 1989. 

* Public Service 2000: The Renewal of the Public Service of Canada, (Ottawa: 
Minister of Supply and Services, 1990), pp. 70-72. 


A STREAMLINED PUBLIC SERVICE 


These changes are very much in the interests of employees at all 
levels. By facilitating mobility and job enrichment, and by reducing 
bureaucracy and red tape, they can contribute to a more productive 
working environment. 


THE EXECUTIVE GROUP 
De-layering 


In May 1991, the Clerk of the Privy Council informed Deputy 
Ministers that de-layering, that is reducing the number of layers of 
management in the upper echelons of the Public Service, was among 
the five priority areas of reform in which they were expected to 
produce concrete results in 1991. By cutting the number of levels 
between front-line employees and top management, communications 
would be improved and decision-making would be closer to points of 
service delivery. 


With very few exceptions, departments reduced the number of layers 
of management to three below the Deputy Minister by 1 September 
100 de 


Integration of the First Two Levels/10 Percent Reduction 


The reduction in the number of levels of management was accom- 
panied by the integration of the first two levels (SM and EX-1) of the 
senior ranks of the Public Service. The integration took place on 
1 January 1992. At the same time, the Management Category was 
renamed the Executive Group to recognize that it includes both 
managers and senior policy advisors. 


In addition, as announced in the 1991 Budget, steps were taken to 
reduce the size of the Management Category by 10 percent (or some 
475 persons). At the end of March 1992, the Executive Group had 
been reduced by 362 executives. The remainder of the reduction will 
be carried out by 31 March 1993. 


CLASSIFICATION SIMPLIFICATION 


The White Paper called for a major overhaul of the classification 
system to meet the demands of a service-oriented, cost-effective Public 
Service and to facilitate the rapid deployment of staff for organi- 
zational and career purposes. 


SERVICE TO CANADIANS 


The GE Group 


To accomplish this goal, a task force on classification simplification 
was set up at the Treasury Board Secretariat in January 1991 to 
develop a new universal job evaluation plan and standards for the 
General Services (GE) Group. The plan will be gender neutral, will 
reflect Public Service 2000 values such as service delivery and will be 
based on the assessment criteria outlined in the Canadian Human 
Rights Act: effort, responsibility, working conditions and skill. 


The creation of the GE Group, which will include approximately 
100,000 positions and many groups now part of the Administrative 
Support and Administrative and Foreign Service categories, is targeted 
for December 1993. The objectives are to eliminate artificial barriers 
between groups, stimulate career progression and provide equal pay for 
work of equal value. 


Job Descriptions 


Long, detailed job descriptions are both unnecessary and inefficient. It 
is arguable that no job should require more than two pages to describe, 
regardless of its complexity. The Treasury Board Secretariat is 
developing a new format for shorter job descriptions for all positions 
in the Public Service. In the spirit of Public Service 2000, this exercise 
has involved line department senior managers and staff as well as the 
public service unions. 


CONCLUSION 


Restructuring a large, complex organization such as the Public Service 
takes time. It involves many hundreds of decisions affecting tens of 
thousands of people. Nevertheless, restructuring is essential to a 
modern Public Service in which the levels of hierarchy are reduced to 
give the maximum amount of decision-making authority to those who 
provide services to Canadians. 


In the end, service to the public depends on a leaner, more flexible 
Public Service. This is why streamlining is essential to the success of 
Public Service 2000. 
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Chapter 2 
Our Mission is Service. 


The Government wants to create a client-oriented Public 
Service, a major change since the Public Service has not 
been used to regarding Canadians as clients. 


To foster the necessary change in culture, each department 
will be required to reassess its management practices and 
to develop a mission statement. This statement should be 
developed in close consultation with employees at all levels, 
and provide members of the department with a charter to 
guide their activities.” 


INTRODUCTION 


The fundamental goal of Public Service 2000 is to improve service to 
Canada and Canadians. 


Federal public servants provide a vast range of services across 
Canada. They ensure the safe landing and takeoff of 19,700 aircraft 
daily at 131 airports. They inspect 35,000 metric tonnes of meat every 
day. Every year, they issue over 1.2 million passports and 819,000 
visas. They process over 18 million income tax returns. They handle 
a daily average of 119 million travellers at our borders. These are but 
a few of the services Canadians have come to take for granted from 
government. It is services such as these that help define the quality of 
life in Canada. And despite austerity, Canadians have come to expect 
government to do more than ever to face new challenges such as the 
renewal of the Constitution, global competitiveness and sustainable 
development. 


Public servants are no different than other employees — they do a 
better job if they have a clear idea of what they are doing, and why. 
A mission statement helps them to do this; it helps an organization 
define its particular values and unique vocation of service. 


3 Ibid., pp. 51-52. 


OUR MISSION IS SERVICE 


Since the launch of Public Service 2000 in December 1989, all but 
a few departments have adopted mission statements — including 
statements of core values, guiding principles and strategic objectives. 


WHAT DEPARTMENTS HAVE DONE 


Six years ago, Employment and Immigration became the first 
department to begin developing, with the participation of all 
employees, a client-centred management philosophy that was eventual- 
ly reflected in a departmental mission statement. This was the first 
time a department had defined its role in relation to its clients — the 
Canadian public. What mattered was not the mission statement per se, 
but rather the opportunity to involve all employees in describing what 
they do and how they can do it better, and the strong commitment 
from senior management to quality service. 


Developing a mission statement is both a top-down and a bottom-up 
exercise, involving staff at headquarters and in the regions and from 
all sectors of the organization. These exercises have fostered collegia- 
lity, teamwork and productivity throughout departments. They have 
helped strengthen individual participation in departmental renewal and 
ownership of a unified organizational culture based on quality service. 
The process of developing a mission statement is much more important 
to the organization and its employees than the resulting words 
themselves. By permeating all levels of an organization, the process of 
renewal will endure and become irreversible. 


¢ At Agriculture Canada, for example, over 4,500 employees 
participated directly in the development of the department’s 
mission statement. The Deputy Minister of Agriculture 
conducted a cross-Canada tour to consult and promote the 
mission statement to all employees. Over 100 initiatives are 
currently under way across the department to promote 
mission values. 


- At Correctional Service Canada, the mission statement 
exercise led to over 3,500 concrete proposals from staff; 
almost all have been acted upon. 


In reply to a sceptical newspaper columnist, an employee of Energy, 
Mines and Resources wrote: 
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As one of the ‘‘troops at EMR’’ whom you expect to see 
standing at attention and saluting the EMR mission state- 
ment, ... this single sheet of paper did not originate from 
the executive suite of EMR ... but rather from the convic- 
tions of EMR foot soldiers, all of whom were invited to 
participate in its creation. It is our statement.’ 


Mission statements are important tools in achieving the highest | 
standards of performance and in guiding all departmental employees 
toward common goals. They express what a department is all about. 
They create a vision and a yardstick, by which the organization can 
structure and manage itself. They help to create an environment within 
which improvements in service and efficiency are more readily 
achieved. They are meaningful only if they translate into concrete 
action. 


Mission statements represent ‘‘a vision for the future, a blueprint for 
development, change and improvement.’”” 


¢ At Correctional Service Canada, the exercise, which begun in 
1988, was motivated by a desire to ‘‘do good corrections.”’ 
Doing good corrections was not simply a matter of having 
good policies and programs, it was also having employees who 
believed in good corrections and understood their role in 
delivering them. 


¢ Environment Canada initially used this exercise to help align 
the department’s efforts to meet its Green Plan commitments. 
In the process, the department developed its values and 
operating principles, which form the basis of its management 
framework and accountability regime. 


¢ Indian and Northern Affairs has used its mission statement 
exercise to face the challenges of an evolving relationship 
between native peoples and the federal government. 


¢ Revenue Canada Taxation has launched a major management 
strategy, the ‘‘Corporate Development Initiative,’’ to renew 


* Ottawa Citizen, 22 February 1991. 
> Our Story: Organizational Renewal in Federal Corrections, (Ottawa: Canadian 
Centre for Management Development, 1991), p. 46. 


OUR MISSION IS SERVICE 


its corporate culture and refocus its corporate vision on 
customer service. 


e At Industry, Science and Technology, the mission statement 
helped in restructuring the department’s program, funding 
and organization to meet new demands anticipated by the 
outcome of the Prosperity Agenda. | 


CONCLUSION 


A mission statement is not a panacea. It is less a result than a 
statement of commitment. It is a tool that the employees can use to 
better understand their jobs and their organization. 
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Chapter 3 
Service Standards 


Deputy Ministers will establish clear standards of service, 
and will be accountable both for the reasonableness 
of those standards and for the quality of the service 
provided to the public. They will ensure that information 
about client satisfaction and suggestions for improving 
service are regularly sought both from clients and 
employees. Simple procedures for responding to complaints 
will be established.® 


INTRODUCTION 


Canadians expect, and are entitled to expect, government services that 
are: 


provided in a fair, non-partisan, non-discriminatory manner; 


provided in the official language of choice; 


economical, reliable, effective and efficient; and 


accessible, timely and courteous. 


[Service standards] are the primary measure of how well an 
organization is doing in terms of fulfilling its mission. As 
such they are used...to measure past performance; to assess 
problems and make adjustments to programs; to assist in 
resource planning; to identify trends and establish longer- 
term goals; to form the basis of accountability agreements, 
eles 


Service standards are essential to service improvements because they 
help an organization to define the level, quality, quantity and frequency 
of service, as well as expectations for face-to-face contacts with the 
public. 


° Public Service 2000: The Renewal of the Public Service of Canada, op. cit., 
pas: 
’ A Guide to Business Planning at Consumer and Corporate Affairs, op. cit., p. 2. 
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SERVICE STANDARDS 


Service standards and client surveys were among the five areas in 
which Deputy Ministers were expected to produce concrete results in 
Lor 


An Ad Hoc Committee on Service Standards, composed of Assistant 
Deputy Ministers from line departments,* the Treasury Board Secre- 
tariat and the Office of the Comptroller General, was set up in the fall 
of 1991 to provide guidance to departments on how best to proceed 
with the implementation of service standards. 


Some departments already have service standards. 


¢ The Canadian Coast Guard has standards with respect to ice 
breaking services: it will be on the scene within seven hours 
of a request for assistance, depending on the region, and 85 
percent of all service requests will be met. 


¢ Revenue Canada Taxation is the department with the greatest 
number of contacts with the public. Its clientele numbers 
some 20 million individuals and almost one million businesses. 
Taxation is the first department which published a declar- 
ation of customer rights: the Declaration of Taxpayer Rights. 


In the spirit of Public Service 2000, Taxation introduced a 
program of workshops to promote quality service, called 
**Service through Leadership and Involvement.’’ These have 
been attended by 90 percent of departmental employees to 
date. 


Taxation has set standards with respect to general telephone 
enquiries (for example, a caller should be connected to an 
agent within three minutes), counter enquiries (for example, 
a client cannot wait more than 20 minutes) and correspon- 
dence, which have made tax administration very much 
*‘customer-driven.”’ In effect, the department has managed to 
give the process of tax collection a human face. 


¢ Employment and Immigration has service standards concern- 
ing Unemployment Insurance (UI) claims. These standards 


* Communications; Revenue Canada Taxation; Transport; Multiculturalism and 
Citizenship; National Health and Welfare; Employment and Immigration; Agriculture; 
Supply and Services. 
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call for 78 percent of initial and renewal claims to be pro- 
cessed to decision within 21 days of registration; 88 percent 
of appeals to Refugee Boards are to be heard within 30 days 
of receipt. 


¢ The Atlantic Canada Opportunities Agency (ACOA) has 
improved its standards in the processing of applications 
under the Agency’s Action Program from an average of 
almost 100 days to an average of 55 days. In the coming year, 
this will be down to 45 days. 


¢ The Translation Bureau of the Secretary of State offers its 
services to the entire public service. Client satisfaction ratings 
are published every year in the Main Estimates. 


One of the premises underlying the standards mentioned above is 
that government services must be accessible to the Canadian public. 
Some departments provide toll-free telephone lines, revamped 
directories and new data bases that help the public (and other public 
servants) to find out who does what in the government. 


¢ The Treatment Accounts and Processing System of Veterans 
Affairs, for example, runs six toll-free lines providing a rapid 
benefit pre-authorization and general information service to 
the 170,000 clients and 40,000 suppliers involved in the provi- 
sion of medical services and equipment to veterans. Another 
program, War Veterans and Civilian Allowances, operates 
nine toll-free lines for its clients. 


In a wide variety of ways, communications between departments 
and their clients have been simplified to make services more accessible 
to the Canadian public. 


¢ Multiculturalism and Citizenship Canada, in partnership with 
13 other federal departments and agencies, has published a 
euide entitled Plain Language, Clear and Simple to help public 
servants write clearly. 


Other departments have also taken imaginative steps to facilitate 
their communications with the public. 


¢ Revenue Canada Taxation has developed simplified, no 
calculation tax returns for seniors and individuals with 
straightforward reporting situations, and a T2 short return 
for small corporations. It has also simplified its requirements 
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for Canadians who pay taxes on an instalment basis. Many 
other transactions have been simplified — such as filing an 
objection to an assessment in a normal letter and using the 
telephone for changes of address. 


¢ The Atlantic Canada Opportunities Agency has begun to 
implement ‘‘one-stop shopping”’ for its clients. Clients are 
beginning to establish relationships with account managers 
similar to those between bankers and their customers. More 
than 90 percent of all financial assistance is now approved at 
the local level by ACOA officials. 


¢ Some departments such as Transport Canada have a user- 
friendly complaint procedure. For example, most airports 
have ‘‘compliment/complaint’’ suggestion systems, many of 
them automated, to ensure follow-up and feedback. 


INTERNAL CLIENTS 


The above standards apply to services provided to external clients, that 
is, the people of Canada. It is equally important, however, to improve 
services provided within departments and in the common services that 
are provided to departments and agencies throughout the government. 
These internal service standards ultimately contribute to the improve- 
ment of services provided to Ministers and to the Canadian public. 


More and more departments are setting service standards for their 
personnel, financial and administrative services, and there are many 
examples of progress achieved in these areas. 


Departments which provide common services, such as Public Works 
and Supply and Services, are moving increasingly towards offering 
departments greater flexibility in choosing the means and sources of 
service delivery. 


¢ Public Works redesigned a computerized rotational contract- 
ing system called Administration and Control of Contracts 
and Regional Data (ACCORD) to allow direct access by 
tenants. The first such arrangement, signed with Employment 
and Immigration, is serving as a model for similar agree- 
ments with other departments. 
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¢ At Supply and Services, a project known as Acquisitions 2000 
will provide departments with unlimited access to a. 
technology-based system that will allow clients to do much of 
their own purchasing for a wide range of commercial 
products. Clients will ultimately be able to access major 
procurement systems from their desktop computers. 


Similarly, the department expects that by 1995-96 the govern- 
ment’s pay, pension and insurance systems, which are now 
both complicated and costly, will become one integrated 
system. Clients will be able to access the new system, known 
as the ‘‘Public Service Compensation System’’, from their 
work stations. 


Although these common service agencies recognize that they still 
have a lot to do to become more client-oriented, they are moving in 
the right direction. 


TRAINING IN BETTER SERVICE 


Once standards have been established, employees must acquire the 
skills and knowledge to provide quality service. The Service to the 
Public Task Force, established as part of Public Service 2000, found 
that ‘‘most Public Servants do not receive enough service delivery 
training, especially in front-line jobs.’’” A few departments, however, 
have offered this kind of training to their front-line staff and more are 
developing similar programs. 


¢ At Employment and Immigration, client service training has 
been taken by some 8,000 front-line staff. 
TOTAL QUALITY MANAGEMENT 


The objective of improving the quality of service has led some 
departments and agencies — including Energy, Mines and Resources, 
the Office of the Auditor General, and Industry, Science and 
Technology — to adopt a concept known as ‘‘Total Quality 
Management’’ (TQM) to make their organizations work better. 


° Service to the Public Task Force Report, (Ottawa: October 1990), p. 56. 
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Although relatively new to government, TQM is well known in the 
private sector, where it has been seen as a key to regaining competitive 
position and, in some cases, to the survival of an organization. 


TOM can be defined as a management reform which 
emphasizes quality and customer satisfaction instead of 
profit, the encouragement of cooperation rather than 
competition between employees and an insistence on having 
managers hold ultimate responsibility for the way their 
companies perform.'° 


Total Quality Management is an approach to administrative reform 
that is applicable to the Public Service as well as to the private sector. 
The term itself is perhaps less important than the commitment to 
service and excellence that it implies. It can be seen as simply a 
particular manifestation of the values set out in the White Paper. 


CONCLUSION 


A key challenge for the Public Service in the 1990s is to balance the 
expectations of Canadians for better service against the realities of 
resource restraint. Service standards contribute to a clearer understand- 
ing between public servants and their clients over levels and quality of 
service. They also help to improve services by focusing departmental 
activities on bottom-line service delivery. 


Given the increasing importance which we attach to high-quality 
service to the public, this is an area where there will have to be 
continued investments in the years to come. The importance of service 
standards to promote better government services to Canadians was 
recognized in the 1992 Budget. It noted that: 


Departments will now increasingly begin to develop and 
publish standards for service, based on consultation with 
clients, that clearly spell out service levels and costs." 


The Budget also introduced a number of measures to improve 
service to Canadians such as co-location of services in urban centres 
and ‘‘single-window’’ services in smaller centres. The objective is to 


'° National Journal, (USA, 21 December 1991). 
'' The Budget 1992: Budget Papers, p. 96. 
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provide more convenient services by offering different services in one 
building or at one point of service delivery, such as a Canada 
Employment Centre, rather than several. Employment and Immigration 
Canada has taken the lead in this project because it already has a 
community-based network of offices in more than 500 locations across 
Canada, more than any other government department. 


It is important to note that no additional resources have been set 
aside to fund these initiatives, so creativity will have to be paramount 
if we want to see concrete, visible results. 


Progress in public service renewal must be expressed in real 
improvements in the services received by individual citizens. All the 
examples cited above, and all kinds of other initiatives undertaken by 
departments not mentioned in this Report, must be seen in this light. 
Improving service is an ongoing effort that in the end can only be 
measured by the satisfaction of clients. | 
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Chapter 4 
Consultation and Partnership 


Deputies will be accountable for developing consultation 
strategies to ensure that consultative skills are a key 
criterion in hiring staff, in their training and development 
and in the design of program activities.’ 


INTRODUCTION 


To be successful, service standards must be developed in consultation 
with clients. More generally, Canadians are insisting on greater 
participation in the development of public policies and programs. 
Although public servants feel they are consulting,'’ opinion surveys 
do not confirm that this perception is shared by the public. A 1991 
Decima report, for example, found that 80 percent of respondents were 
dissatisfied with government consultation on policy matters.’ 


This level of public dissatisfaction with government consultation 
may simply reflect the fact that “‘consultation’’ means different things 
to different people. To government, the word traditionally has meant 
explaining its own position on a particular policy or program. To the 
public, however, consultation means an opportunity to influence the 
decision-making process. 


A COMMITMENT TO CONSULTATION 


The Government has made clear that it is committed to consultation at 
an early stage of policy and program development, and to be more 
open and responsive to the views and needs of the public. At the same 
time, the Government recognizes that ‘‘it will not be possible to 


'? Public Service 2000: The Renewal of the Public Service of Canada, op. cit., 
pas: 

'5 See the Service to the Public Task Force Report, op. cit. 

'* Decima Quarterly Report, (Summer 1991). 
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implement improved consultation overnight. The new approach will 


challenge both Ministers and Public Servants. 
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CONSULTATION ACTIVITIES IN DEPARTMENTS 


There is widespread agreement today that consultation results in better 
policies and better programs. As one industry spokesman has said: 


Industry and all stakeholders must be involved with the 
Government in planning any environmental programs, 
policies or legislation that will affect them. Consultation is 
particularly important in early stages of all initiatives to 
allow identification and planning for environmental 
impacts, and to determine the most efficient implementation 
of protection measures." 


Departments are recognizing this principle in how they deal with 


their 
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clients. 


Revenue Canada Taxation is consulting more with the public. 
In the past, only professionals were invited to sit on working 
committees that advised the department on technical matters. 
Now input is being sought from a wider range of people, 
including entrepreneurs, tax preparers, community volunteers 
and seniors. This consultation has resulted in a number of 
initiatives, such as the simpler tax returns mentioned earlier. 


Statistics Canada has broadened and strengthened its inter- 
departmental, federal-provincial, external and international 
consultations through a large number of advisory committees. 
These consultations assist the agency in ensuring that its 
products and services really are responsive to the current and 
emerging needs of its clients. 


The Trade Communications Division at External Affairs and 
International Trade interviewed several hundred business 
people and exporters to identify more clearly their needs and 
to adapt the services provided to them by InfoExport and 


Public Service 2000: The Renewal of the Public Service of Canada, op. cit., 


Ian R. Smyth, President, Canadian Petroleum Association, Calgary, June 1990. 
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CanadExport. As a result, CanadExport has been entirely 
revamped, and InfoExport has become an information centre 
on all activities of the department. 


The Privy Council Office has established an advisory committee, 
jointly with the Public Policy Forum and the private sector, to make 
measurable progress in integrating consultation as an essential public 
policy and management tool within the federal Public Service."’ 


More than guidelines, what public servants clearly need and want 
are consultative skil/s. Consultation is now part of the basic training 
given to senior managers by the Canadian Centre for Management 
Development. Training and Development Canada also includes 
consultation training in its new curriculum. 


This current focus on better consultation should not suggest that we 
are heading down an untravelled road. Successive governments have 
been consulting Canadians in a variety of ways throughout the last two 
decades. Most recently in 1991, there were several major consultation 
eXxeYrcises. 


¢ Although not necessarily popular, the GST was smoothly 
implemented, in part because of specialized consultations with 
business and tax experts: 


— advisory committees were established to assist both the 
Minister of National Revenue and the Deputy Minister of 
Customs and Excise; 


— 855 industry associations were consulted; 


— almost 5,000 seminars and 623 business information 
sessions were held; and 


— more than 2.6 million calls from the public were answered. 


This massive effort in consultation produced specific initia- 
tives that have helped thousands of small businesses to cope 


'7 The members of the Public Policy Forum, and all those who have participated 
in its activities, have made a significant contribution to better understanding and 
cooperation between government and the private sector, including the labour move- 
ment and the academic community. This is a continuing contribution to better 
government in Canada. 
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with the new tax. These initiatives include such things as the 
one-page tax form, the quick method for accounting, the five- 
page ‘‘Basics for Business’’ folder and the 169 sector guides, 
including a guide for taxi drivers. Surveys, focus groups, face- 
to-face interviews and group consultations will become part 
of an ongoing process to obtain feedback on how businesses 
are coping with the GST. 


¢ Environment Canada consulted extensively with all stake- 
holders in the development of the Green Plan and is now 
consulting in the design and implementation of major 
programs. This process has begun to bear fruit in the form of 
a number of Green Plan announcements that respond to very 
strong needs expressed by Canadians. 


¢ In preparation for the 1991 census, Statistics Canada held 
extensive consultations across Canada to ensure that user 
needs would be met. Private individuals and corporations, as 
well as provincial governments, promoted the census at no 
cost to the federal government, thus underlining the impor- 
tance and increasing public acceptance of the census. 


Although the public was consulted prior to the implementation of 
the GST and the Green Plan, this does not in itself guarantee public 
acceptance of, or satisfaction with, a policy. But this should not stop 
the government from consulting more. Canadians want to participate 
in developing policies and programs that will affect their lives. They 
want government to be responsive to their needs and aspirations. 
Consultation makes good business sense in the private sector. It is also 
the right way to do business in government. 


CLIENT SURVEYS 


Another way to improve service to the public is to use surveys to 
assess the needs and measure the satisfaction of departmental clients. 
Direct consultation and the monitoring of client satisfaction are in fact 
complementary processes. They both help government to maintain 
familiarity with clients and thus help public servants to serve them 
better. 


Most departments that provide services to the public use a wide 
range of techniques — including detailed questionnaires, focus groups 
and panels, toll-free lines and complaint monitoring — to rate existing 
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services, identify areas for service improvements and assess the need 
for new services. 


Revenue Canada Taxation has introduced client satisfaction 
cards in its district offices. The results, based on 30,600 cards, 
have been remarkable: 79 percent of respondents rated 
overall service as ‘‘excellent’’, while 16 percent rated it as 
**s00d’’. The results are used to set and maintain high-quality 
service. 


Environment Canada conducts regular surveys to improve 
access to its parks facilities. One result is that all parks and 
historic sites have a continuing program to improve services 
for disabled persons. 


Industry, Science and Technology (ISTC) offers a network of 
Business Centres across Canada where the business commun- 
ity can access such services as market intelligence reports, 
trade-related information, self-diagnostic software programs, 
publications, videos and electronic data bases. ISTC has pilot 
tested a continuous client feedback mechanism using a toll- 
free 800 number, known as Pinpoint 800, in Toronto, 
Winnipeg and Ottawa. Each user of a centre is given a 
number to call to rate the quality of the service received; the 
client calls at his or her convenience. 


Employment and Immigration and Western Economic Diversi- 
fication have done client surveys which show a high level of client 
satisfaction. 


At Western Economic Diversification, 500 clients were 
surveyed in March 1991. The survey showed that 91 percent 
of clients who received funding expressed overall satisfaction 
with the department and that 65 percent of all clients were 
satisfied with the current funding proposal process, although 
27 percent indicated that it needed to be simplified. 


At Employment and Immigration, 84 percent of those 
surveyed were satisfied with the service they received; this 
sample represents roughly 127,000 employment and 11,000 
immigration client transactions every day. As a follow-up, 
Employment and Immigration turned its attention to reduc- 
ing the size of the dissatisfied group. 
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Surveys are powerful tools to measure customer service and to 
galvanize employees toward significant improvements in work quality 
and productivity. They will become more and more a normal part of 
the ongoing operations of government. 


PARTNERSHIPS 


Partnerships with organizations outside government are set up for 
several reasons: 


— to avoid duplication of effort; 
— to reduce costs; and 


— to achieve better results, particularly when the initiatives are far- 
reaching and involve several sectors of activity. 


Partnerships are fairly new in the federal Public Service. The results 
to date are encouraging, as demonstrated by the following examples. 


¢ In 1991, the Minister of Employment and Immigration 
announced the establishment of the Canadian Labour Force 
Development Board. This is the most recent initiative emerg- 
ing from a process of consultation in which EIC has been 
engaged for several years as part of the Labour Force 
Development Strategy, and it has been undertaken in direct 
response to recommendations for an ongoing mechanism for 
shared decision-making by private and public sector partners. 


The Canadian Labour Force Development Board consists of 
representatives of labour, business, and social action groups 
for women, disabled persons, aboriginal people and visible 
minorities. The Board’s mandate at the national level is to 
determine overall training priorities, address questions such 
as standards for skills training, and play an important 
advocacy role concerning Canada’s need for a strong training 
culture. The establishment of the Board represents a signifi- 
cant step in ensuring that the private sector plays a substan- 
tive role in decisions affecting skills training in Canada. The 
Board is also taking a leadership role in fostering similar 
partnership structures at the provincial and local levels. 


¢ In 1989, Environment Canada was faced with the challenge 
of protecting, conserving and restoring the St. Lawrence 
River. The magnitude of the challenge forced the department 
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to pool its efforts and to share responsibilities with other 
federal departments, the Quebec government, the polluting 
industries, environmental groups, universities, research 
centres and consulting firms. This partnership, known as the 
Plan d’action Saint-Laurent, resulted in almost four times the 
initial federal investment of money and human resources. 
Although final results are not yet in, the Plan has been hailed 
as a success, not only for its positive results for the environ- 
ment, but also for its innovative management and, in particu- 
lar, for its creative approach to partnerships. 


Environment Canada is also pursuing partnerships with non- 
profit associations across Canada to support Canadian parks. 
In addition, Canada and the United States are co-sponsoring 
a 15-year program aimed at protecting almost four million 
acres of waterfowl habitat in Canada and two million acres 
in the U.S. and restoring waterfowl populations in both 
countries to the levels of the 1970s. 


¢ Communications Canada is working with Vision 2000, an 
industry-led initiative, to give Canada a global competitive 
edge in communications and information technology. Vision 
2000 was formed in 1989 to foster and accelerate collabor- 
ation with private companies, research organizations, univer- 
sities, and the federal and provincial governments to produce 
new products and services. Fifteen R&D projects were 
unveiled in May 1991 and the members of Vision 2000 are 
now finalizing R&D strategy for the next phase. 


Such initiatives must be encouraged in the years to come as they 
provide cost-effective ways to provide better service to Canadians. 
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Chapter 5 
Empowerment and Innovation 


Within a framework of law established by Parliament and 
of policy established by Ministers, Public Servants will be 
empowered and encouraged to use their creative energies 
to decide themselves how best to use the resources made 
available to them in order to get the job done in the most 
efficient manner."* 


INTRODUCTION 


In the face of growing demands for services, coupled with continuing 
resource restraint, the Public Service must look for new ways to serve 
Canadians better. 


The Prime Minister made this clear when he launched the Public 
Service 2000 initiative. He declared that every effort would be made 
to find **innovative ways of delivering programs ...[and] provide scope 
for different organizational forms to meet different needs ... in the 
context of a single Public Service.’’”” 


Innovation in the public sector takes place within the context of 
parliamentary accountability, which requires a framework of control 
and reporting to ensure that taxpayers’ money is used prudently. The 
challenge for the Public Service is to find the right balance between 
results and cost-effectiveness on the one hand, and controls and 
accountability on the other. 


Successful innovation is not easy. It requires active and sustained 
support by senior management to create an environment in which 
creativity is encouraged. The following are some of the essential 
conditions required for an innovative working environment: 


— clear objectives; 


'§ Public Service 2000: The Renewal of the Public Service of Canada, op. cit., 
p. 46. ; 
'? Press release announcing Public Service 2000, 15 December 1989, pp. 3-4. 
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— a respect for individual contributions; 


— an open workplace in which information flows freely, both 
horizontally and vertically; | 


— an environment that promotes cooperation among work units; and 


— continuing encouragement by managers. 


The success of Public Service 2000 depends in large part on the 
ability of the Public Service to take full advantage of the innovative 
capacities of individual public servants. 


DELEGATION AND EMPOWERMENT 


The secret to better quality service is delegating authority down as far 
as possible in the organization and empowering staff to exercise that 
delegated authority effectively. This depends, of course, on staff 
having the knowledge, training and technology necessary for carrying 
out expanded roles. 


There is a difference between delegation and empowerment. 
Delegation generally means a transfer of administrative functions from 
central agencies to line departments, from departmental headquarters 
to regions, and from regional management to front-line staff. 
Empowerment means giving employees, at whatever level, the 
authority they need to do the best possible job for the organization, 
and the tools — the training, resources and backup — to exercise that 
authority effectively. 


In August 1991, the Treasury Board Secretariat surveyed 42 
departments to see how they had delegated authorities in the areas of 
goods and consulting contracts, hospitality, local purchase orders and 
temporary help. The survey indicated that delegation had increased in 
most departments, in particular for local purchasing, but that there was 
still room for more delegation, especially to regions. 


Most departments have also been sub-delegating personnel, 
administrative and financial authorities that had been delegated to them 
by central agencies, to lower levels in the organization. 


¢ National Defence initiated some years ago a delegation pilot 
called Base DelegAAT which increased the authority of the 
Base Commanders at Canadian Forces bases Borden and 
Kingston over base resources from less than 20 percent to 


28 


SERVICE TO CANADIANS 


approximately 75 percent. Commanders now have more 
authority over personnel decisions, over procurement and in 
the day-to-day operations of the base. The goal is to achieve 
a 10 percent reduction in the costs of operating each base 
without reducing current levels of service. 


¢ Solicitor General Canada has revised all financial manage- 
ment practices. Fifty percent of the transaction steps have 
been eliminated, with the remainder being streamlined and 
completely automated. There has been a savings of nearly 40 
percent in time expended on financial transactions, despite a 
64 percent increase in transaction volume. 


Of course, delegation of administrative authorities is not always 
effective. Sometimes these functions are best carried out by special- 
ists, rather than by front-line staff and managers. In fact, inappropriate 
delegation of administrative responsibility can actually undermine 
empowerment and client service by taking time and resources away 
from service delivery. 


Empowerment goes beyond delegation to encompass the notion of 
reciprocal trust. In the words of Peter Block: 


we have to believe that people care about the 
organization, [that] they're committed to its goals and 
purpose, and [that] their deepest wish is to contribute 
something meaningful.*° | 


Similarly, as concluded by senior financial officers: 


... this view of human nature must be reflected in a manage- 
ment Style that is supportive, enabling and participative. In 
other words, the organization must care about its people.’ 


Empowerment means giving staff the freedom they require to 
respond quickly and effectively to the needs of their clients and 
trusting them to make the right kinds of decisions. Here are a few 


0 Peter Block, The Empowered Manager: Positive Political Skills at Work, 
(Jossey-Bass, 1988). 

*! Empowerment and Risk under PS 2000: a Discussion Paper, prepared by the 
Committee on Empowerment and Risk Management, Conference of Senior Financial 
Officers, Mont Ste. Marie, Quebec, November 1990, p. 5. 
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examples of ways in which departments have given their staff authority 
to respond to the needs of their clients. 
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¢ Indian and Northern Affairs has essentially delegated all 


operational decisions to regional and district staff. For 
example, Regional Directors General now have authorities 
equal to that of Assistant Deputy Ministers for personnel and 
financial matters such as hospitality, conferences and debt 
write-offs. 


At the suggestion of its employees, the department has 
delegated contracting for firefighting services in Yukon from 
the director level to that of field officers. This has resulted in 
a reduced error rate and significant savings in time spent 
processing contracts. 


At Western Economic Diversification, responsibility for 
approving contributions up to $200,000, or 60 percent of all 
contribution projects, was delegated in May 1991 to the 
regional Assistant Deputy Ministers. This led to a cut of 
about 10 percent in the time it takes to release the funds, thus 
speeding up developments that provide jobs to Canadians. 


Counsellors in district offices at Veterans Affairs have been 
delegated the authority to approve claims up to $5,800 to 
clients with low health risks. Previously, decisions of this 
nature were made by committee. Counsellors can handle 
virtually all claims on the spot and make decisions immedi- 
ately. This is very popular with the staff and veterans alike. 


Responsibility for the approval of War Veterans Allowances 
has been given to the clerical level. Previously, this responsi- 
bility resided at the officer level and, in some cases, at 
headquarters. 


Employees at Revenue Canada, Customs and Excise were 

asked to come up with their own solutions to the problems 

and pressures they face. Among the suggestions either 

already implemented or contemplated for implementation 

are: 

— the Peace Arch Crossing Entry (PACE) pilot at the 
Douglas, B.C. border to speed up processing of travellers; 
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— an automated system for analysis of postal entries for 
investigation purposes; 

— joint undertakings with American Customs for small vessel 
reporting; 

— new approaches for shift scheduling and the administration 
of overtime. 


There is always a certain degree of risk involved when employees 
are given discretionary authority. However, it is possible to minimize 
the risk by establishing clear limits on the exercise of discretionary 
authority and a clear basis for accountability. 


Sometimes, service can be improved by contracting out activities to 
the private sector. ) 


¢ Two years ago, Veterans Affairs contracted out the adminis- 
tration of claims processing for health care and created the 
Treatment Accounts Processing System (TAPS). 
Re-allocating employees from processing to direct, face-to-face 
service to veterans has resulted in faster, better service to 
clients. 


¢ At Labour Canada, the Program for Older Worker Adjust- 
ment is delivered through contractual arrangements with the 
private sector insurance industry. 


APPLYING NEW TECHNOLOGIES 


With greater delegation comes a greater need to look for ways of 
maximizing the time employees spend in serving the public. This 
requires not only reducing the paper burden but also using technology 
and rationalized work units to work faster and smarter. Information 
technology is an important tool in responding to the challenges of 
empowerment and service. 


The Information Management Committee (TIMS), composed of a 
dozen Deputy Ministers, was created under the auspices of the Office 
of the Comptroller General to advise the Treasury Board on how best 
to manage the application of new technology in departments and to act 
as a catalyst for change. This committee is actively promoting the 
government’s strategic information technology objectives. It also has 
established solid links with the information technology business 
community to ensure that their concerns and priorities are taken into 
account as the government moves rapidly into the information age. 
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¢ Fisheries and Oceans conducted a pilot project in its Pacific 


Region to find ways to control the costs associated with its 
fleet of 450 vehicles. One of the benefits was an annual 
reduction in the number of invoices from 5,000 to 24, 
resulting in substantial savings in paper, workload, time and 
processing costs. The department has recently implemented 
this approach for its 1,400 vehicles across the country. 


Revenue Canada, Customs and Excise has made significant 
progress in implementing an ‘‘electronic highway”’ that will 
eventually give all employees electronic access to information 
inside and outside the department. 


Another example of applied technology is the Traveller Entry 
Processing System (TEPS). It has facilitated collection of 
duties and taxes by automating the two main functions 
associated with revenue collection: determination of duty or 
taxes and cash collection. This has decreased entry prepara- 
tion to minutes by using simplified tariffs, automated entry 
systems and ‘‘one-stop’’ processing. 


Customs Automated Data Exchange (CADEX), a successful 
application of Electronic Data Interchange, has greatly 
reduced the processing and release time of commercial goods. 
Over 50 percent of entry volume, or some 5 million transac- 
tions, is captured by this system. 


Customs and Excise is also pursuing a number of possibilities 
to provide for the electronic filing and payment of the GST. 
These possibilities include taxpayers electronically submitting 
returns to the banks through ‘‘smart cards’’ or touch tone 
telephones. 


Electronics and computers have begun playing a big role in 
improving communications between taxpayers and Revenue 
Canada Taxation. Electronic filing of individual income tax 
returns will be implemented nationally in 1993. The depart- 
ment is also expanding the use of facsimile machines for the 
transmission of information and for preliminary client 
contacts. It is hoped that this will make tax-paying a little 
less painful. 
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¢ The Canadian Patent Office at Consumer and Corporate 
Affairs began to automate its operations in 1986, with a 
scheduled completion date of 1996. The electronic document 
imaging system that is being put in place will enable the 
office to carry on its work in a virtual paperless environment 
and provide greatly improved service to its clients. 


¢ National Health and Welfare has introduced various initia- 
tives to apply technology — such as electronic funds transfer 
and on-line access to client files — to streamline its operations, 
reduce cost and improve services to the public. 


¢ Veterans Affairs has carried out a number of improvements 
in the delivery of benefits. One is an on-line data entry and 
verification function for the payment of disability pensions. 
This has resulted in productivity gains of over 27 percent and 
reduced turnaround times for processing client accounts. 


By making information more readily available, information 
technology helps to empower front-line staff and thus decentralize 
decision-making. 


There are many examples of the effective use of technology in the 
Public Service. The speed of change has been dramatic in the last five 
years. For example, the number of microcomputers in the Public 
Service increased from 10,000 in 1987 to 180,000 today. This 
investment in technology has been one of the most important ways in 
which the Public Service has coped successfully with increasing 
demands for service during a period of severe fiscal restraint. 


INNOVATIVE ADMINISTRATIVE MEASURES 


Before the launch of Public Service 2000, the Government had already 
sought ways to make administrative practices in the Public Service less 
burdensome and more attuned to results. 


As a follow-up to the recommendations of the White Paper, in 1991 
the Treasury Board undertook a number of initiatives related to the 
management of resources, administrative policies and common 
services. In this context, a Council for Administrative Renewal (CAR) 
was formed in November 1991, under the auspices of the Office of the 
Comptroller General, to restructure administrative operations in 
government by: | | 
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— re-engineering current administrative processes in the areas of 
finance, administration and personnel; 


— finding cost-effective alternatives in the way administrative 
services are delivered; and 


— providing better, more cost-effective support to front-line 
managers. | 


The Council is sponsoring projects that have potential for quick 
payback, to demonstrate success and to sustain momentum in the 
process of change. 


Operating Budgets 


To improve service delivery, managers need the flexibility to allocate 
resources where they are needed. 


Since the 1970s, the Public Service has relied on a comparatively 
rigid system based on person-years” as a control on the size of the 
Public Service. The White Paper stated that the Government would: 


... establish for each program a single operating budget to 
include salary, operating and minor capital funds. Man- 
agers will be free to allocate these operating budgets to 
meet their particular circumstances.” 


Transferring funds amongst these various components will allow 
managers to achieve the most effective use of resources under their 
control. In so doing, they will be obliged to focus on the real costs of 
providing services and will thereby arrive at the best mix of resources 
to deliver those services to Canadians. 


In 1991, there were 12 operating budget pilots in three organi- 
zations: the Royal Canadian Mounted Police, Energy, Mines and 
Resources, and Environment Canada. The results have been very 
encouraging. Although there were restrictions on what the three 
organizations could do in the first year of implementation, each has 


** This is a generic measure representing the employment of one person, at what- 
ever level and salary, for one year. . 

*3 Public Service 2000: The Renewal of the Public Service of Canada, op. cit., 
Door 
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been innovative in finding ways to take advantage of the flexibility 
inherent in operating budgets. 


There is widespread interest in establishing new pilots or expanding 
current ones. In 1992-93, there will be more pilot projects, some of 
_which will include entire departments.“ One of them, the Depart- 
ment of Communications, has developed a comprehensive information 
and training program for all employees to take the mystery out of 
operating budgets. The program was developed and delivered by 
teams of financial and personnel staff working together. The Govern- 
ment expects to implement operating budgets service-wide by 1993-94. 


The Treasury Board Secretariat is preparing a manager’s guide to 
assist managers in the implementation of operating budgets. The guide 
is being developed through an interdepartmental committee and project 
teams involving 75 people from 22 departments and agencies. The 
Canadian Centre for Management Development and Training and 
Development Canada are developing training modules to support this 
initiative. 

Operating budgets are not simply a new financial regime. They 
reflect a fundamental change in management philosophy, one in which 
managers have the authority and the corresponding accountability for 
the administration of all their resources. If well managed, operating 
budgets can become a key stimulus to innovation in the Public 
Service.” 


** Department-wide pilots in 1992-93 are expected to include the Department of 
Communications, Correctional Service Canada, the Canadian Radio-Television and 
Telecommunications Commission, the Canadian Secretariat, Energy Mines and 
Resources, the Natural Sciences and Engineering Research Council, Supply and 
Services, Western Economic Diversification, the Atlantic Canada Opportunities 
Agency, the Treasury Board Secretariat, the Office of the Comptroller General and the 
Department of Finance. Pilot projects are also being developed within the departments 
of Forestry, Fisheries and Oceans, and Consumer and Corporate Affairs. 

*° Some concerns have been expressed about how this regime of operating budgets 
will affect employees. Will operating budgets encourage managers to turn from 
higher-classified, more expensive staff to those whose salary costs are lower? Not 
necessarily. Indeed, the value added by more highly skilled and experienced 
employees is likely to be even more important in the Public Service of the future. | 
What operating budgets will do is make every manager conscious of the need to obtain 
full value from the employees under his or her direction. 
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Other Financial Initiatives 


The White Paper also recommended that ““up to 2 per cent of each 
department’s main estimates operating budget be permitted to be 
carried over automatically from one fiscal year to the next.’’*° This 
was to encourage better planning and more effective spending. 


This recommendation is now under review to assess its impact on 
overall annual expenditures. In the meantime, departments can 
continue to seek approval from the Treasury Board to carry forward 
three percent of their non-salary operating and five percent of their 
capital funds into the following fiscal year. 


The Treasury Board also permits departments to reinvest productiv- 
ity savings. This flexibility provides an incentive for effective 
management of available resources to best achieve performance goals. 


Administrative Policies and Common Services 


In 1986, the Treasury Board introduced the program known as 
‘Increased Ministerial Authority and Accountability’? (MAA) to 
provide departments with some freedom from central authority in 
return for strengthened accountability. As Public Service 2000 prog- 
ressed, authority was delegated in many new areas. The White Paper 
recommended even further delegation to improve the efficiency and 
effectiveness of the Public Service. 


Local purchasing authority, which stood at $500 in 1990, was 
increased that year to $1,000 and increased again in 1991 to $2,500. 
This significantly reduced paperwork and delays for low-value 
procurement. 


Special contracting authorities were also delegated to departments 
to meet unique program delivery situations such as the delivery of 
official development assistance by CIDA; the acquisition of goods and 
services by Supply and Services; the provision of health care to Inuit 
people by Health and Welfare; and the education of inmates by 
Correctional Service. 


© Public Service 2000: The Renewal of the Public Service of Canada, op. cit., 
p. 58. 
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A revised policy on claims and ex-gratia payments now gives 
departments, on advice from the Department of Justice, full authority 
for handling claims for and against the Crown and for making ex- 
gratia payments. 


In March 1991, departments were given full authority for debt write- 
offs in conformity with the Debt Write-Off Regulations. 


On 1 April 1991, and as proposed in the White Paper,”’ depart- 
ments began receiving 100 percent of the net proceeds of the disposal 
of their assets. 


The number of detailed administrative rules inside the Public 
Service has decreased dramatically. Policies have become much more 
succinct, stressing key requirements rather than detailed instructions. 
For example, the policy on materiel management has been reduced 
from 138 pages to two pages of basic principles and 28 pages of 
guidelines. The Treasury Board is also eliminating unnecessary 
reporting by departments, reducing administrative reports from 40 to 
nine annually. 


All these measures are intended to relieve managers of unnecessary 
administrative burdens so that they can dedicate their resources and 
their time to delivering better services to the Government and to the 
Canadian public. 


It should be remembered that these administrative reforms only 
work if senior management in line departments pass on these new 
authorities to front-line staff. Unless the actions of central agencies 
and line departments support one another and change management 
practices in departments, the transfer of responsibility from the centre 
to the point of service delivery will be impeded. To date, the record 
across the Public Service on internal delegation has been uneven. 
There is still a long way to go before all employees on the front line 
have the full range of authorities they require to do their jobs most 
effectively. 


SPECIAL OPERATING AGENCIES 


In 1989, the Government created a new organizational form known as 
the ‘‘Special Operating Agency,’’ or SOA. This innovation is 


7 Ibid., p. 60. 
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designed to provide increased freedom from departmental and service- 
wide administrative rules in return for key operational performance 
objectives. It allows managers in the SOA to focus on results and to 
apply more business-type approaches to provide the best services to 
clients, all within the overall accountability of the Minister and the 
Deputy Minister. 


The first five Special Operating Agencies were created in 1989.8 
Three more were announced in the 1991 Budget” and six more were 
announced by the President of the Treasury Board at the time of the 
tabling of the 1991-92 Main Estimates.*° It is expected that, over 
time, there will be more candidates for agency status. Indeed, several 
departments have identified functions in their organizations that could 
be considered as future prospects for special operating agencies. 


By adopting the best private and public sector management 
practices, these agencies are succeeding in improving customer service 
and promoting cost-effective and business-like service delivery. 


¢ For example, at passport offices, client service hours were 
extended by 16 percent in the larger offices, the delivery time 
of passports to applicants using the mail-in service was 
reduced and overall productivity increased. 


¢ One of the goals for the Government Telecommunications 
Agency was to obtain 30 percent savings on inter-city 
services. It achieved savings of 35 percent. 


As the number of these special units grows, they will have a 
significant effect on the way the Government delivers services to 
Canadians. 


*® These were the Passport Office, the Government Telecommunications Agency, 
Training and Development Canada, Canada Communication Group and Consulting and 
Audit Canada. 

* Intellectual Property Directorate, Race Track Supervision and the Canadian 
Grain Commission. 

*° The Canadian General Standards Board, Transport Canada Training Institute, 
Indian Oil and Gas Canada, Correctional Service Occupational Development Program, 
Canadian Heritage Information Network and the Canadian Conservation Institute. 
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NEW ORGANIZATIONAL STRUCTURES 


Innovative organizations generally have more fluid, cooperative and 
flatter structures. They rely heavily on a strong sense of mission for 
their effectiveness and give considerable emphasis to flexibility, 
teamwork, employee empowerment and career development. Experi- 
ments with such innovative structures are currently under way within 
the Public Service. 


° One experiment of this kind of structure is found at the 
Canada Centre for Geomatics, at Energy, Mines and 
Resources. It is referred to as the ‘‘Sherbrooke Experi- 
ment’’, since it is located in Sherbrooke, Quebec. All work 
at the Centre is carried out on a project basis by multi- 
disciplinary teams. Each team is led by a project manager, 
and its composition depends both upon the requirements 
of the task and the need to provide team members with 
development experience. Management personnel are 
regularly rotated between areas to maintain strong hori- 
zontal flexibility. There is a strong emphasis on both 
vertical and horizontal communication which last year 
included a limited degree of upward feedback. 


° Another innovation is found in the creation of a new Com- 
munications Research Centre Institute by the Department 
of Communications. The new Institute will serve as a pilot 
project to give effect to the recommendations of the 
National Advisory Board on Science and Technology 
(NABST) for the conduct of the departmental research 
program with an increased emphasis on the quality and 
relevance of research, peer review and accountability. 


CONCLUSION 


There is ample evidence that the Public Service of the 1990s and 
beyond cannot afford to be rigid or restrictive. The only way for the 
Public Service to offer better service at lower cost is to rely on more 
flexible organizational structures in which people are results-oriented 
and innovative. 


In the end, service to the public is what the Public Service is all 
about. It is our raison d’étre, our core value. Mission statements, 
service standards, client surveys, streamlining — these are all mechan- 
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isms through which we can improve service to Ministers and to Cana- 
dians. Of all these factors, the most important is people — employees 
who are dedicated to better service. 
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Chapter 6 
Improvements in People Management 


The members of the Public Service are its most important 
asset. They are not simply resources, they are people, 
individuals with careers, families and aspirations.”' 


INTRODUCTION 


Improving service, at lower cost, requires that we move from a 
‘‘command and control’’ culture in the Public Service to a more 
decentralized, flexible working environment in which public servants 
have greater scope to meet their clients’ needs. 


The challenge for the leadership of the Public Service is not simply 
to train employees to provide better service but, rather, to transform 
the entire working environment to produce a greater emphasis on 
service and bottom-line results. 


PROGRESSIVE EMPLOYMENT PRACTICES 


All kinds of progressive employment practices are now being tried by 
departments to respond to both their own requirements and the needs 
of a diversified work force. These practices, many of which have been 
tried first by the private sector, are now at the early stage of imple- 
mentation in departments and agencies. 


¢ The Office of the Comptroller General is supporting part- 
time work and job-sharing, even at the first level of the 
Executive Group. 


¢ Veterans Affairs and the Department of Justice have also 
initiated work-sharing arrangements in their organizations. 
As part of its assignment program, Justice identifies 
employees who are interested in job-sharing and part-time 
work. 


*! Public Service 2000: The Renewal of the Public Service of Canada, op. cit., 
oh INE 
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¢ In 1989, Consumer and Corporate Affairs introduced an 
innovative work-at-home program which is being used as an 
example for the Public Service at large. 


The program started on an overtime basis to deal with a 
backlog in trademark filings. It was so successful that it was 
introduced as a pilot during work hours. Nine employees are 
currently working at home. There are several benefits to the 
program, the most important of which are increased produc- 
tivity, improved morale and motivation and greater flexibility. 


This latter example has proven that these alternative work arrange- 
ments do not mean a loss in productivity. Rather, they can lead to 
productivity gains as well as an improvement in the quality of working 
life and service. Other departments, such as Indian and Northern 
Affairs and Industry, Science and Technology are now experimenting 
with novel work arrangements in a variety of ways. 


New applications of technology will permit greater flexibility in 
working conditions in the years to come. One can envisage, for 
example, employees working in satellite offices located at the 
periphery of our cities, thus reducing commuting time and relieving 
some congestion on our highways. We must continue to encourage the 
development and implementation of such progressive employment 
practices across the Public Service. 


COUNCILS FOR CHANGE 


It is also accepted across the Public Service that all employees must be 
involved in the process of change. ‘‘The more people believe they can 
influence or control the organization, the greater the organization’s 
effectiveness and member satisfaction.’’”” 


This is why most departments have established ‘‘councils for 
change,’’ involving staff at all levels, as a key departmental mechan- 
ism for implementing Public Service 2000. Even at this early stage, 
this new form of participative management has resulted in a number 
of initiatives to improve the quality of working life in departments and 
agencies. Among the most prominent of these are initiatives related 
to: 


32 See A. Tannebaum, Control in Organizations, (New York: McGraw-Hill, 1968.) 
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— upward feedback; 

— internal surveys/exit interviews; 

— the creation of an ombudsman function; 

— job orientation; 

— improved communications; 

— employee award and recognition programs; and 
— improved working conditions. 


In a number of departments, employee unions have been actively 
involved in the major changes affecting their members. 


Upward Feedback 


In recent years, it has become more and more accepted that communi- 
cations between employees and their superiors can be improved by a 
new mechanism called ‘‘upward feedback’’ in which supervisors are 
provided with the views of subordinates on their management style and 
other relevant issues. 


Upward feedback has many advantages. It can improve two-way 
communications. It demonstrates that the organization values the 
employees’ views, and thus results in improved morale. Overall, it can 
be a very effective instrument of change. Several departments have 
launched initiatives in this area, while others are still at the stage of 
exploring the concept. | 


° Indian and Northern Affairs was the first department to 
develop and implement upward feedback. The department 
has recently completed this exercise for the second year. 
It has proved so successful that it will be extended to all 
levels of management. 


° After a pilot in one division of Energy, Mines and 
Resources, the department implemented an upward 
feedback program involving all levels of supervision. All 
departmental employees had the opportunity to provide 
feedback to their supervisors through an anonymous 
questionnaire. An evaluation of the program is currently 
under way. 
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Upward feedback also has its critics. Some feel, for example, that 
it is a threat to privacy. Others are concerned that the process may not 
really produce accurate feedback from employees to their supervisors. 
Many of these concerns, however, have been alleviated through 
positive experience in departments and agencies. 


Employee Surveys/Exit Interviews 


If used properly, surveys can become a significant tool for manage- 
ment improvement, innovation and the management of change. For 
this to happen, of course, departments need to follow up on the results 
of the surveys and take concrete action on the recommendations that 
flow from them. 


Although employee surveys are relatively new in the federal Public 
Service, private sector organizations use them regularly. IBM, for 
example, has surveyed its employees for 20 years. 


Exit interviews — which are used in departments such as Justice, the 
Office of the Comptroller General and Finance — are also a means of 
getting objective feedback on the conditions of work and ways to 
improve them. 


Ombudsmen 


Some departments such as Communications, External Affairs and 
International Trade, and Indian and Northern Affairs have recently 
appointed ombudsmen, on a pilot basis, to provide a confidential and 
informal avenue for problem resolution. This is another way of 
demonstrating to employees that the organization is concerned about 
their welfare. 


4 


e At External Affairs and International Trade the departmental 
ombudsman met with 93 employees during the first nine 
months of operation to talk about concerns ranging from 
careers to adjusting to rapid changes in society and in the 
department. 


Job Orientation 


Job orientation is essential to the successful integration of new 
employees. Many departments have developed employee handbooks 
and orientation kits. They also provide training sessions where new 
employees are given an overview of the department and, in many 
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cases, have an opportunity to meet with senior management, including 
the Deputy Minister. 


Some departments such as Forestry Canada have set up a ‘‘buddy 
system,’ pairing up new staff with experienced counterparts in order 
to facilitate and humanize the transition period for new employees. 


Improved Communications 


Employees have a right to know what is expected of them in their 
jobs. They need to be informed of departmental priorities and values, 
and to feel involved in decisions that affect their work. Improved 
communications bolster job satisfaction, departmental pride and, in the 
long run, improve services to clients. 


Special efforts have been made throughout the Public Service to 
improve corporate-wide communications. These initiatives include: 


— regular meetings between employees and Deputy Ministers, 
seminars and conferences; 


— the publication of internal newspapers and specialized newslet- 
ters; 


— employee suggestion programs and suggestion boxes; and 
— *‘brown bag’’ lunch sessions with employees at all levels. 


Deputies have travelled across the country to consult employees at 
the local level, seeking their ideas for improving service and working 
conditions and in return providing information on new developments 
and directions at headquarters. 


¢ In March 1991, the Clerk of the Privy Council visited every 
region in Canada to talk about the Budget, Public Service 
2000 and national unity. These regional presentations were 
followed by a session in the National Capital Region with all 
members of the Executive Group. 


¢ In November, federal executives from across Canada were 
brought together by the Canadian Centre for Management 
Development for a Leadership Linkup video-conference in 
which key issues and challenges were discussed with a panel 
composed of the Associate Secretary to the Cabinet and 
Deputy Clerk of the Privy Council and three line Deputies. 
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¢ To improve communications, a number of meetings were held 
in the regions and in Ottawa where regional officials met with 
line deputies and senior people from central agencies to talk 
about issues of concern facing the Public Service. The 
Treasury Board Secretariat identified senior officials to liaise 
with the federal Regional Councils. 


Communications are not confined to Deputies. Ministers have been 
active as well. The President of the Treasury Board, who is the 
Minister responsible for the Public Service, met with several hundred 
federal employees in eight regional centres and in the National Capital 
Region for informal round table sessions in the spring of 1991. He 
visited the regions again in the spring of 1992. 


Employee Award and Recognition Programs 


Encouraging and recognizing employee and team contributions and 
successes are essential to a productive working environment. In March 
1990, the Treasury Board raised award limits and provided departments 
with the authority to create special non-monetary rewards, with a 
maximum value of $200, to meet their special needs. In 1990-91, 
suggestions by employees contributed to reducing government 
expenditures by $36 million. This is a significant contribution to 
ongoing efforts to use taxpayers’ dollars most effectively. 


All departments have a range of mechanisms in place to reward and 
celebrate performance. 


The Treasury Board Secretariat also manages three Public Service- 
wide awards programs: the Awards of Excellence, the Outstanding 
Achievement Awards and Senior Officer Retirement Certificates. 


Improved Working Conditions 


Initiatives have been undertaken in every department to make concrete 
improvements in the daily working lives of their employees. The 
following are some noteworthy examples of these initiatives: 


— improvements to the physical environment, such as ergonomic 
furniture and better lighting; 


— provision of employee assistance counselling; 


— reduction in red tape, such as in the number of forms to be 
completed for attendance or overtime; 
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— contribution to a departmental ‘“‘wellness program’’ by, for 
example, negotiating employee-paid corporate health club 
memberships; 


— efforts to set up employee-paid day care facilities, sometimes in 
partnership with other departments; and 


— pilot projects to assess the impact of technology on employees. 


The Treasury Board has supported these approaches by approving, 
in 1991, new policies on child care and workplace fitness which give 
more flexibility to departments in establishing such services. 


CONCLUSION 


The initiatives described in this chapter show some of the ways in 
which the working environment in the Public Service is being 
transformed into one in which people come first. It is difficult to 
gauge the overall degree of success in this area. It is probably fair to 
say that success will have been achieved when employees feel that 
their contribution is appreciated, their ideas are sought and their special 
needs are taken into account — in short, when employees feel valued 
and recognized as assets rather than resources. 
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Chapter 7 
A Career Public Service 


... a professional, career Public Service, capable of attract- 
ing and retaining Canadians of talent, commitment and 
imagination, is essential to Canada’s national well- 
being.” 


INTRODUCTION 


Better service requires competent, well-managed and well-trained 
public servants. As mentioned before, it also requires freeing public 
servants from a ‘‘command and control’’ culture in order that they can 
deliver service more efficiently, and with greater imagination, 
flexibility and responsiveness. Better service depends therefore on: 


good recruitment practices; 
— career development and training; 


equitable representation of all segments of the population; and 


institutions that facilitate good people management. 


Career planning and employment equity were among the five 
priorities set for Deputy Ministers in moving forward the process of 
public service reform. A key element of both is the right approach to 
recruitment. 


RECRUITMENT 


As they become more oriented to results, departments have an even 
greater need to hire the right sorts of people — that is, people who are 
committed to service and who have the skills to fill the needs of the 
1990s. 


Despite severe restraints on its overall size since 1984, the Public 
Service has had an opportunity to recruit new employees to meet 


°° Public Service 2000: The Renewal of the Public Service of Canada, op. cit., 
Dp, 03. 
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contemporary challenges. For example, normal attrition has meant an 
average of 10,000 new entries into the Public Service each year. More 
recently, new programs such as the GST and the Green Plan have led 
to some additional recruitment. As a general point, the Public Service 
must plan now to replace the many employees who will be retiring in 
this decade and early in the next century.” 


Set out below are examples of some of the more innovative 
programs of recruitment to the Public Service that have been devel- 
oped in recent years. 


Management Trainee Program 


In October 1990, a new Management Trainee Program was launched 
as a joint venture by the Treasury Board Secretariat and the Public 
Service Commission. The aim of the program is to select, via a 
competitive process, approximately 100 talented men and women — 
some new recruits and some junior officers already in government — 
into a five-year program of rotating work assignments and training. 
This will help to provide a pool of qualified middle managers from 
which senior executives of the future can be drawn. 


¢ The first recruitment campaign for the 1991 program began 
with executives from different departments giving presenta- 
tions to over 2,000 students on university campuses across 
Canada. The campaign attracted over 1,200 external and 100 
internal applicants of a very high calibre, from which 97 
external candidates and 25 from within the Public Service 
were appointed as trainees. 


Members of employment equity designated groups” are well 
represented in the first recruitment. Among the candidates, 
62 were women, 17 were members of visible minority groups, 
5 were native people and 5 were persons with disabilities. 


Other Recruitment Initiatives 


¢ For a decade now, the Office of the Comptroller General and 
the Public Service Commission have been running a very 


* Tt is estimated, for example, that by 1999, over 50 percent of public service 
executives will have to be replaced, either because of retirement or normal attrition. 

* The four employment equity designated groups are women, aboriginal people, 
members of visible minority groups and persons with disabilities. 
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successful recruitment program (FORD/IARD) for financial 
officers and internal auditors. Under the program, 48 highly 
skilled university graduates were recruited last year from 
across Canada. The recruits have the potential to assume 
senior positions in the finance and internal audit commu- 
nities. 


¢ The Accelerated Economist Training Program, in operation 
since 1987, recruits up to eight graduates with Masters 
degrees in public administration or economics to the Public 
Service. The program provides the participants with a two- 
year apprenticeship in how economic and public policy is 
developed and managed. Upon completion of the program, 
participants are expected to obtain employment in the federal 
government at the intermediate level as policy analysts. 
There were 15 participants in the program in 1991. 


¢ The Canadian International Development Agency has estab- 
lished a program to attract and train women engineers. This 
is a follow-up to the Report on Barriers to Women in the 
Public Service. So far, CIDA has recruited three women 
engineers from universities and plans to hire more in the 
future. They receive accelerated career and professional 
development through assignments in CIDA, in the private 
sector and abroad with a goal of reaching senior levels in the 
Engineering Group within five years. 


The number of participants in these programs is small when 
compared to the overall size of the Public Service. These programs 
must be seen, however, as key building blocks towards a renewed 
Public Service, and an example of how the Public Service is reaching 
out to attract and develop young Canadians of high talent as public 
servants for the future. 


CAREER PLANNING 


The Public Service is a professional, career institution. Most 
employees are recruited at entry level and remain in government for 
the bulk of their careers. In the White Paper, the Government 
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recognized that the Public Service has an important role to play ‘‘to 
help individuals manage their careers.’’*° 


One of the biggest obstacles to career planning in the Public Service 
to date has been a personnel management regime in which mobility 
has been largely vertical — 1.e., you moved only if you got a promo- 
tion. Employees were not able to move around easily at the same 
level within the Public Service. 


However tolerable in the past, by the 1980s this system had became 
clearly unsatisfactory, for at least two reasons. First, the Public 
Service was no longer growing; it was in fact shrinking, and promo- 
tions were becoming more and more difficult to find. And second, the 
nature of government work was changing — tasks were becoming more 
varied and less predictable; employees required a broader knowledge 
and experience to meet new challenges in the workplace; and entire 
functions were being replaced by new operations to meet new policy 
or program objectives. 


The White Paper recognized the need for greater mobility by 
making deployment — the movement of employees to jobs at the same 
level — one of its major recommendations.”’ 


Increased career mobility serves several purposes: 
— it makes it easier to attract and develop staff; 


— it contributes to job enrichment by permitting staff to learn new 
skills which may, over time, lead to promotional opportunities; 

— it helps departments meet new demands and respond rapidly to 
changing priorities so they can better serve the public; 


— itimproves morale and productivity by putting people where their 
skills are needed and where they can make the greatest contribu- 
tion; and 

— it supports employment equity objectives by opening special 
development opportunities to designated group members. 


°° Public Service 2000: The Renewal of the Public Service of Canada, op. cit., 
D..00. 
*” Ibid., p. 68. 
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One way in which departments can facilitate mobility is through the 
creation of “‘Career Assignment Programs’’. These are essentially 
internal mechanisms whereby employees can take up a variety of 
‘‘assignments’’ within the department, with a minimum of paperwork 
involved. These lateral assignments are entirely voluntary. 


Many departments have now introduced career assignment 
programs. 


¢ Statistics Canada, for example, has been a front runner in 
promoting career mobility and developmental opportunities. 
In 1983, it set up a Career Assignments Division (CAD) to 
serve aS a proactive broker between employees seeking 
assignments and managers needing temporary assistance. 
The program has been an unqualified success: in eight years, 
over 2,200 assignments have been arranged. 


Other more recent and also very successful departmental initiatives 
include the following: 


¢ Industry, Science and Technology (ISTC) introduced an 
assignment program in April 1991. In the first year, the 
department placed 100 employees within and outside ISTC. 
ISTC has also initiated an assignment program in 
Saskatchewan among seven federal departments. 


¢ Labour Canada arranges approximately 60 assignments per 
year out of an employee population of some 900. 


Career planning encompasses more than the movement of people to 
meet short-term or special demands. It also includes planned programs 
to meet the career aspirations of staff and the future needs of the 
Public Service. The objective is the best possible fit between 
employees and jobs. 


A few departments. such as Indian and Northern Affairs already have 
career planning initiatives well in place. Moreover, many departments 
have developed self-assessment mechanisms to identify future 
managers, managerial profiles and career planning guides for their 
employees. These are useful tools as part of an overall program to 
assist employees in their career progression. 


Deployment will continue to facilitate career mobility and contribute 
to job enrichment. 
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TRAINING 


Too often departments and agencies have given only lip service to the 
importance of training as a vital tool in human resource development. 
Too often training has been the first victim of budget cuts, and seldom 
has it been a high priority in staff development within departments. 
Until recently training was not really regarded as an investment to meet 
the future needs of the Public Service. 


With the advent of Public Service 2000, this picture has begun to 
change. Today, in addition to on-the-job training that employees 
acquire through assignments or deployment, the Public Service is also 
committed to investing in formal training to: 


— give employees the specific skills to do their jobs better; 


— empower them with the knowledge and skills to take on addi- 
tional responsibilities and to provide better service; and 


— train them to become more adaptive, flexible, open to acquiring 
new skills and new ways of doing things. 


Today, training is recognized as a priority at all levels of the Public 
Service, including the senior ranks. The White Paper states that: 


... the development of senior managers will be given greater 
emphasis, with their training and developmental needs 
reviewed annually by their Deputies. Middle managers will 
be offered more systematic development and _ training 
opportunities to improve their promotional opportunities.** 


Despite current resource constraints, a number of departments such 
as Industry, Science and Technology and Veterans Affairs have made 
significant increases in their training budgets in the past year. 


¢ Statistics Canada went from spending one percent of its 
budget on training to three percent within three years. 
Important training modules such as data analysis and survey 
skills development are provided on a compulsory basis to all 
new entrants and a parallel set of courses is offered to 
existing staff so that within a period of five years every 
member will have benefited from the same instruction. 


8 Ibid., p. 66. 
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¢ In 1990-91, Indian and Northern Affairs increased substan- 
tially its training and development budget focusing on 
development to pay for such initiatives as educational leave, 
new employee orientation, cross-cultural awareness programs 
and a mandatory people management course for first-time 
supervisors. 


¢ The Canadian International Development Agency is making 
a major shift in its approach to international development. 
The agency is moving from a hands-on, project-oriented 
approach to one that is more strategic, consultative and 
program-oriented. 


A key to this is a new program of training and development. 
The Professional Development Strategy was set up in early 
1991 to provide staff with the necessary knowledge and skills 
to achieve these changes. Some 500 development officers, 
who are the core group of the agency, are the first to partici- 
pate in the program which will be extended later this year to 
executives, other officers and support staff. 


¢ At External Affairs and International Trade, special training 
has been introduced to prepare staff for the new devolution 
of authority. The number of person-years devoted to longer- 
term training has increased by 300 percent and overall funds 
for training were significantly increased. The department has 
also created a new Foreign Service Institute to train its 
employees for service at headquarters and abroad. 


As much as possible, responsibility for training is left in the hands 
of individual departments, managers and employees, since they are best 
equipped to identify needs and opportunities. At the same time, a 
number of central initiatives have been taken to support training 
throughout the Public Service. 


¢ The Canadian Centre for Management Development has 
adapted its curriculum for senior managers to emphasize the 
skills and knowledge required in the new working environ- 
ment, notably skills in people management, managing 
diversity, innovation, accountability and service. Courses are 
being offered which take into account the time constraints of 
senior managers. 
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The Advanced Management Program is a new training 
program now being offered each year to a limited number of 
senior officials at the Assistant Deputy Minister and Associate 
Deputy Minister level. 


Deputies have been encouraged to protect training funds and 
to increase them by 10 percent annually for the next five 
years. They have also been encouraged to establish a ‘‘rule 
of thumb’’ to guide expenditures within their departments.” 


Consistent with the PS 2000 Task Force on Training and 
Development recommendation that $10 million be made 
available to underwrite innovative training initiatives, the 
Treasury Board Secretariat will recommend funding for 
individual projects that can be applied across the Public 
Service. The first proposal involves a consortium of the 
Government Telecommunications Agency, the Canadian 
Centre for Management Development and Training and 
Development Canada, which will have the expertise, services 
and networks for a Public Service distance learning and 
communications network. The objective will be to deliver 
training and communications material directly to the end 
user. Of interest to all employees, this initiative will also 
facilitate training for disabled persons and employees with 
family responsibilities. 


In a time of continuing restraint, new technologies can provide 
innovative ways to provide affordable and accessible learning to all 
public servants. 


Another way to assist employees in the development of their careers 
is by granting educational leave. The Treasury Board has helped by 
allowing managers to pay for educational leave in advance. 


Labour Canada has established an Education Leave Commit- 
tee, composed of senior managers from all program areas, 
which makes recommendations to the Deputy Minister. 
Several employees have taken educational leave to study in 
such fields as industrial relations, safety and health. 


* The rule at the Public Service Commission, for example, is $400 per year spent 
on training for each employee, while at Communications it is five days of training per 
employee per year. 
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¢ At Indian and Northern Affairs, 29 employees (of whom 20 
are women and 15 are native people) have been granted 
educational leave to enhance their careers. 


A Continuous Learning Culture 


There must be a radical shift in our way of thinking about training and 
development. It is no longer appropriate to think of training as 
traditional instructor-led, classroom-based instruction. It must also 
encompass development opportunities such as deployment, attending 
conferences and seminars, and making presentations. *‘Conventional 
training as we know it to-day is a support for the continuous opportu- 
nity to learn while working.’’”° 


In November 1991, the Human Resources Development Council 
endorsed in principle all of the recommendations of the second report 
of the Task Force on Staff Training and Development. The Report 
supports in particular the creation of a ‘‘continuous learning culture’’ 
across the Public Service. 


Training is a necessary investment in people and an integral part of 
improved human resource management. By focusing on training and 
development, we are focusing on our most valuable resource: our 
people. Training and development is a key to building the kind of 
Public Service that Canada needs in the future. 


EMPLOYMENT EQUITY 


Successive federal Governments have acknowledged since the early 
1970s that the Public Service work force should be representative of 
the community it serves. In the 1970s and 1980s, the Public Service 
played a leadership role in recruiting, integrating and advancing de- 
signated groups. 


In January 1991, the Treasury Board approved a new approach to 
setting employment equity targets. Targets are now based on rates of 
recruitment, promotion and separation, rather than on representation 
only. This reflects the principle that the workplace should be condu- 
cive to attracting and retaining designated group members, that they 
should receive a fair share of recruitment and promotion opportunities, 


Public Service 2000 Task Force on Staff Training and Development, Second 
Report, (Ottawa, May 1991), p. 8. 
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and that their rate of separation from the Public Service should be no 
higher than that of other employees. 


In a continuous learning culture, members of designated groups 
should also have greater access to both formal and informal training 
and developmental opportunities to increase their chances of pursuing 
meaningful careers in the Public Service. Equitable representation is 
a goal that the Public Service continues to strive for; success will be 
within reach when managers look beyond numbers and focus on job 
and career opportunities for members of designated groups. 


In 1991, special efforts were made to: 


— eliminate the ‘“‘pink collar ghetto’? — that is, the over- 
representation of women in support staff positions; and 


— increase the representation of women and other designated groups 
in the Executive Group. 


The ‘‘Pink Collar Ghetto’’ 


The term ‘‘pink collar ghetto’’ refers to traditionally female-dominated 
occupational groups from which women have found it difficult to 
move. These problems of mobility will be eliminated when women in 
clerical and secretarial positions who want to move into the officer 
group are given the opportunity to be considered for advancement.’ 


The barriers between the officer and support categories will be 
reduced with the introduction of the General Services Group (GE 
Group).” Of course, success will depend on managers making a 
concerted effort to use this opportunity to advance support staff. In the 
meantime, many departments are offering career planning courses or 
guides directed at support staff and, most important, a few departments 
have established ‘‘bridging’’ programs (or are in the process of doing 
SO) to assist women to become officers or to occupy non-traditional 
positions. : 


_“| This is an area in which the Privy Council Office has taken innovative steps in 
redefining the jobs of a number of support staff to reflect changing technology, 
changing methods of work and the general need for "higher value-added" support. 

* Public Service 2000: The Renewal of the Public Service of Canada, op. cit., 
p. 70. 
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¢ Since 1985, Labour Canada has been successful in providing 
career opportunities for 43 employees, 33 of whom are 
female, allowing them to progress from the support staff to 
the officer level. 


¢ A *‘bridging’’ program at Consumer and Corporate Affairs 
was initiated to cope with its increasing workload. In the 
period 1985 to 1990, 11 bankruptcy clerks, mostly women, 
became Official Receivers at the middle officer level. The 
program culminated in the appointment of all support staff 
with high potential to the officer level. 


¢ In 1990, the Office of the Comptroller General (OCG) intro- 
duced the Educational Leave/Co-op Replacement Program to 
help junior officers in departments, many of whom are 
women, complete the degree or professional designation they 
need. Since its creation, 43 people have gone back to school 
(including 29 women and 15 from the regions), and 18 have 
completed their university degrees or professional design- 
ations, while co-op students have worked in their place. 


The OCG has also established in its own organization a 
number of junior positions to give support staff the skills and 
knowledge to progress to an officer position, possibly in an 
audit and program evaluation capacity. 


¢ Justice is conducting a survey on the use of paralegals in the 
department, partly to develop career opportunities for 
support staff. 


¢ Western Economic Diversification has made changes to its 
educational requirements for the staffing of Commerce 
Officers (the CO Group) to facilitate the promotion of 
support staff into this Group. 


These are important steps. But much more needs to be done to 
make use of the full potential of employees in the support and junior 
officer groups. It is expected that the creation of the GE Group will 
help eliminate barriers between the support and officer categories. 
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Representation of Members of EE Designated Groups in the 
Executive Group 


Good progress has been made with respect to the representation of 
women in the senior ranks. The number of women in this group has 
increased from 342 in 1985 to 696 at the end of 1991, representing an 
increase from 7.8 percent to 16.1 percent despite a reduction of over 
200 positions in the Management Category in 1991. 


Some departments have made striking progress and are well above 
the average representation of women in the executive ranks of the 
Public Service. 


Since 1983, the Women’s Counselling and Referral Bureau at the 
Public Service Commission has been assisting women in their efforts 
to obtain executive positions. In addition, a number of departments 
have established programs to support the career aspirations of women 
who are at two or three levels below the Executive Group. 


¢ Fisheries and Oceans has completed an inventory of women 
who are three levels below the Executive Group, identifying 
those ready for advancement. In addition, it has given 
specific career planning training to about 10 percent of its 
female employees. 


The department acknowledges, however, that it still has a 
long way to go. For this reason, in the fall of 1991 it con- 
ducted a department-wide survey of employee attitudes 
towards employment equity to identify systemic barriers to 
the advancement of designated groups in the department. It 
is also conducting a joint review of its employment equity 
program with the Canadian Human Rights Commission. 


¢ In the fall of 1989, Revenue Canada Taxation created an 
Executive Development Program to ensure continued access 
to a reserve of highly qualified personnel. Accepted candi- 
dates receive departmental assignments to prepare them to 
assume executive responsibilities within five years of their 
nomination to the program. There are currently 21 partici- 
pants in the program, 13 of whom are women. 


Some departments that have had traditional difficulties with under- 
representation of women in their executive ranks are making special 
efforts to bridge the gap with the rest of the Public Service. 
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¢« At National Defence, for example, 31 women have been 
identified as having potential for senior management and are 
currently receiving special training to better prepare them for 
such assignments. 


¢ Finance Canada is working with the Public Service Com- 
mission on a strategy to increase the number of women and 
Francophones in the Executive Group. It has set an objective 
to increase the representation of each group to 20 percent by 
31 March 1993. 


Regrettably, progress has been slower with respect to the representa- 
tion of other designated groups in the Executive Group. This situation 
must be improved in the years ahead through innovative practices 
focusing on attitudinal and behavioural change at the corporate level. 


Women in Non-Traditional Occupations 


There are government programs, both centrally and in departments, to 
assist women in moving into non-traditional jobs. Often these 
programs are found in departments with a highly technical work force. 


¢ Labour Canada has made special efforts to increase the 
representation of women in engineering, mediation, concili- 
ation and labour affairs. 


¢ Transport Canada is also introducing new initiatives to 
recruit women engineers and to increase the representation of 
women firefighters. 


¢ National Defence is increasing the representation of women 
in the Purchasing and Supply (PG) group, where the recruit- 
ment of women during the last three years represents an 
average of two percent increase of women per year within a 
traditionally male-dominated group. The representation of 
women at middle to senior levels in the PG group has 
increased dramatically. Overall, in 1992, 26 percent of the 
group are women. National Defence is also actively develop- 
ing the careers of women engineers who have demonstrated 
potential for advancement. 
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Initiatives Related to the Other Designated Groups 


The representation in the Public Service of members of the other three 
designated groups is a matter of continuing concern — not only to 
affected individuals but also to the management of the Public Service 
and to the broader community outside it. Numbers are always a 
subject of contention, and particularly so in that representation in the 
Public Service work force is always a matter of self-identification. But 
irrespective of particular numbers, the objectives of equality of access, 
advancement and retention remain central to the development of a 
modern and effective Public Service. 


In this spirit, there have been some significant departmental 
initiatives to improve the representation of the other designated group 
members. This is in addition to the special programs delivered by the 
Public Service Commission on behalf of the Treasury Board. 


One of the ways to improve the representation and promotional 
opportunities of designated group members has been to improve their 
representation on selection boards. This is being done increasingly 
across the Public Service. 


¢ Correctional Service Canada recently appointed a Micmac 
elder to advise the Commissioner directly and to sensitize 
staff to native issues. This initiative was undertaken primar- 
ily to help native offenders. 


¢ Department of Indian and Northern Affairs (DIAND) and the 
Treasury Board Secretariat have developed a cross-govern- 
ment Aboriginal Workforce Participation Strategy. The two 
departments will work with the federally regulated sector and 
the federal Public Service to raise awareness and generally 
increase the hiring of native people. 


Recently, DIAND rescinded a 1985 devolution policy requir- 
ing all new teachers be hired as term employees. By July 
1990, 163 teachers, mostly women and natives, were offered 
indeterminate positions. 


In addition, DIAND conducted a study in June 1991 on 
systemic discrimination in the department and has begun to 
act on the recommendations flowing from the study. 
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e Environment Canada is using adaptive technology to assist 
employees with disabilities. It entered into a partnership with 
Digital Equipment of Canada and, in February 1991, opened 
a centre to provide such services as assessment of needs, 
training and post-course support to persons with visual, 
mobility, hearing and learning disabilities. Currently, 
services are being provided to 11 clients within Environment 
and 10 clients from other departments. 


¢ At Fisheries and Oceans, seven mentally disabled people were 
hired through Arc Industries to provide mail and administra- 
tive services at headquarters. These individuals are provided 
with work training assignments to acquire work skills and 
experience through on-the-job assignments. 


¢ External Affairs and International Trade has created an 
Aboriginal Internship Program to increase native represen- 
tation in the Foreign Service. Two officers have been 
recruited under this program. In addition, 19 members of 
visible minorities (out of 117) were hired in the last recruit- 
ment campaign for the Foreign Service. 


¢ The Public Service Commission is establishing a career 
counselling service for persons with disabilities, members of 
visible minority groups and aboriginal people, aimed at 
identifying candidates for recruitment and promotion to the 
Executive Group. 


One of the signs of progress in employment equity is the increased 
awareness among managers of the importance of employment equity 
as part of good human resource management. The annual employment 
equity awards, which recognize the achievements of federal depart- 
ments in the employment of members of the four designated groups, 
are an important means of raising this awareness. 


¢ For two consecutive years, Revenue Canada, Customs and 
Excise has received the award for having shown the most 
significant increase in the employment of members of visible 
minority groups, mostly as a result of GST hiring. 


¢ In 1991, Employment and Immigration won a similar award 
for women, while Revenue Canada Taxation won for persons 
with disabilities and the Royal Canadian Mounted Police for 
aboriginal people. 
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¢ Four internal consultative committees with representation 
from across the Public Service have been created by the 
Treasury Board Secretariat to develop strategies to improve 
the representation of members of the four designated groups. 


The Government is giving effect to its intent to put employment 
equity in the Public Service into law, through amendments to the 
Public Service Reform Bill. 


Employment equity is an essential ingredient of the new corporate 
culture taking hold in the Public Service, a culture that puts a premium 
on people. It is also the responsibility of all public servants to create 
an environment in which everyone, including members of designated 
groups, can contribute and prosper. This is one of the greatest 
challenges for the Public Service of the 1990s and beyond. 


THE HUMAN RESOURCES DEVELOPMENT COUNCIL 


The Human Resources Development Council was created in October 
1990 to ‘‘work with Deputy Ministers to develop policies and 
programs to ensure the effective management and development of 
people.’’*’ The council’s specific mandate, as described in its 1991 
Strategies for People” is to: 


— [provide] corporate leadership in human resources manage- 
ment by working with colleagues to establish broad principles 
and directions for change; 


— [facilitate] the development of instruments and tools which will 
assist departments in implementing the PS 2000 vision of a 
client-oriented Public Service; 


— [identify] problems and emerging issues in human resources 
management and [develop] approaches to address them; 


— [examine and promote] ‘‘exemplary practices’’ and models for 
human resources management. 


* Public Service 2000: The Renewal of the Public Service of Canada, op. cit., 
pp. 74-75. 

“ Strategies for People: An Integrated Approach to Changing Public Service 
Culture over Time, (Human Resources Development Branch, 1991), p. 6. 
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Since its creation, the HRDC has carried out its mission by 
publishing a number of documents;* initiating over 50 projects in 
conjunction with departments; supporting central agencies in the 
drafting and tabling of the Public Service Reform Bill; undertaking a 
review of existing training policies and developing a framework 
document for training managers and supervisors; visiting all depart- 
ments, offering support in the field of human resource management; 
and establishing regional links through the regional councils. 


The year 1991 has been one of transition for the council and for the 
Human Resources Development Branch which supports it. It has been 
a year in which the council has had to define its mission, set objectives 
and develop concrete strategies to assist departments in making Public 
Service 2000 a reality. Its efforts are now starting to pay off. An 
increasing number of departments are requesting help and offering to 
participate in projects. The regional links of the council are increas- 
ingly effective in spreading the values and objectives of Public 
Service 2000. 


In the years to come, the branch will need to identify those elements 
which can operate as levers for departmental change and focus on 
them. This new institution will certainly contribute to effective 
improvements in human resources management in 1992 and beyond. 


* For example, The Human Factor: Managing the Aftermath of the Strike, 
(Human Resources Development Branch, October 1991). 
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Chapter 8 
The Deputy Minister Community 


INTRODUCTION 


The Clerk of the Privy Council and Secretary to the Cabinet is 
responsible for providing advice to the Prime Minister on overall 
policy directions, the functioning and organization of the government, 
Public Service management issues, Cabinet decision-making machinery 
and senior appointments. 


In this last capacity the Clerk advises the Prime Minister on the 
management of senior personnel, and particularly on matters related to 
the appointment of Deputy Ministers and heads of agencies. 


One of the key roles in this regard is to assist the Prime Minister in 
support of his overall responsibility for the Public Service by com- 
municating to Deputies the Government’s priorities and, on the Prime 
Minister’s behalf, holding Deputies accountable for their performance. 


As noted earlier, Deputies are expected to attach a special impor- 
tance to leadership in the management of people to ensure the success 
of Public Service 2000. Because of their responsibility for the 
leadership of institutions and people, and their responsibility to provide 
advice and support to Ministers, Deputy Ministers are key to the entire 
process of change. 


This chapter describes the various systems and tools that are being 
used to foster change in the Public Service — and in particular, change 
in people. The following pages provide a profile of departmental 
Deputies, and highlight a number of initiatives to promote change in 
people and thus ensure that reform continues as a major thrust in the 
Public Service. Much of the information in this chapter has not been 
published before. 


SNAPSHOT OF THE COMMUNITY 


A snapshot of the community of Deputy Ministers by sex, language, 
and time spent in position follows. This population includes depart- 
mental Deputy Ministers and Associate Deputy Ministers. 
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Employment Equity 


There are 10 women in the population of 50 Deputy Ministers, or 
20 percent. Of the 50 Deputies, 15 are Associate Deputy Ministers, 
and of this group five are women.” 


The representation of women has basically doubled since 1984. At 
that time, of a population of 44 Deputies, there were five women 
(11.4 percent of the population); of 10 Associates, two were women. 


Although progress has been reasonably good, there is still consider- 
ably more work to do in appointing women Deputy Ministers. During 
1991, three individuals received a first appointment as Deputy of a 
department: one was a woman. The increasing number of women at 
the Associate Deputy level should assist in providing a source of 
highly qualified candidates for departmental Deputy positions. 


Efforts are also being made to reach lower down into the ranks of 
the Executive Group to identify and develop, as early as possible, 
women and other employment equity designated group members. 


With respect to other designated groups, of three persons appointed 
in 1991 as Associate Deputies, one is aboriginal. 


Official Languages 


lythe’ “population » of 50" Deputies, a, "or" o0  percent.-are 
Francophone. Of 15 Associate Deputy Ministers, six are Francophone. 


The proportion of Francophone Deputies remained much the same 
between 1984 and 1991: in a population of 44 Deputies in 1984, 14, 
or 31.8 percent, were Francophone. However, of 10 Associate Deputy 
Ministers at that time, only one was a Francophone. 


Time Spent in Position 


It is clearly in the best interests of the Government to manage the 
community of Deputy Ministers so as to maintain a core group of 
seasoned, experienced Deputies. Although new blood is always 
desirable — and this chapter outlines initiatives to identify persons with 
high potential — it is important that the top people in the Public Service 
have the experience to meet the demands of often difficult portfolios. 


“© In addition, there are 15 women among individuals at equivalent levels in 
federal organizations. 
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This issue was explored by Gordon Osbaldeston, in his study 
entitled Keeping Deputy Ministers Accountable.’ As he indicates, 
changes at the Deputy Minister level are made for a number of 
reasons, including the desire to inject fresh thinking into a department, 
to advance management objectives (such as employment equity and 
official languages), or because the chemistry between Minister and 
Deputy is not right. 


Although there will be from time to time good reasons for moving 
Deputies, there remain compelling reasons for Deputies to become 
fully experienced in each position. Moving Deputies too quickly can 
reduce momentum in the department’s programs, impair the quality of 
decision-making and have a negative effect on morale. For depart- 
ments to run effectively over time, there has to be a continuing clear 
sense of vision, direction and senior-level commitment. 


In 1986, Deputies had been in their jobs for an average of 18 
months; by 1991, average time in position had increased to 29 months 
and about 40 percent of Deputies had been in their jobs for three years 
or more. This steady increase in the time spent in their positions has 
allowed Deputies to learn about their departments and better manage 
the entire range of departmental activities. It has also enabled 
Ministers and Deputy Ministers to get to know each other well and to 
function effectively as a team. 


MANAGING THE COMMUNITY 
In pursuing renewal within the community of Deputies, there is 
increasing emphasis on: . 
— the identification of people with the special talents to become 
Deputies; 
— the accountability of Deputies; and 
— increased communication and collegial decision-making. 


“7 G.F. Osbaldeston, Keeping Deputy Ministers Accountable, (Toronto: McGraw- 
Hill Ryerson, 1989), pp. 139-148. } 
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Identification of Potential Deputies 


Deputy Ministers have always been chosen from among the most 
highly qualified senior public servants, who have a variety of skills and 
expertise. 


To ensure the process of reform continues, future Deputies will be 
chosen in part because of their capacity to lead by example in 
demonstrating their own personal commitment to the values of Public 
Service 2000. 


In particular, this means: 


— showing leadership in consulting effectively with client groups to 
improve service; 


— using imagination and creativity in producing results; 
— exploiting new technology; and, above all, 


— showing a commitment and ability to manage people effectively. 
The ability to delegate, empower and involve employees in 
decision-making will be key to the new (and still-evolving) 
management style of the future. 


The identification of these qualities in potential Deputies is critical 
to ensure the change process maintains momentum in the years ahead. 
Each Deputy Minister plays an important role in this process by 
identifying his or her high-potential senior staff. The views of 
Deputies are sought at an annual meeting with officials of the Public 
Service Commission to prepare a list of senior individuals with high 
potential, commonly referred to as the ‘‘high flyers’ list.”’ 


Leadership Characteristics 


Obviously, good management practices and skills and broad experience 
in government are required before individuals are considered for the 
most senior positions. Leadership characteristics are also extremely 
important in ensuring that the best people are identified. 


Set out below are the qualities of Deputy Ministers that are seen as 
necessary to renew the Public Service. These qualities are a direct 
reflection of the management principles in the White Paper. 
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Among criteria used to identify potential Deputies are the following 
qualities, characteristic of leaders: 


People skills 


— lead by example 

— visible 

— adaptable: capacity to work with all types of 
individuals, from Minister down ) 

— attract and retain competent staff 

— motivate for results 

— demonstrate fairness by example: employment equity 

— promote two-way communication 

— ability to "manage down" 

— delegate, empower, involve employees in decision-making 


Vision — strategic direction 

Sensitivity — especially political sensitivity 
Innovative 

Client and result oriented 

Common sense 

Capable of dealing with a broad range of complex issues 
Team player 

Judgment, integrity 

Not intimidated by rules/systems 

High energy level 

Ability to cope with stress and ambiguity 
Open to using new technology 


Sense of humour 


At meetings with the Public Service Commission, individuals are 
identified on a preliminary basis as being ready now for promotion; as 
ready after one to two assignments; or as valued for their special skills 
and experience, though their career path may or may not include 
appointment as a Deputy. 
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This information is then discussed at a meeting of the Committee of 
Senior Officials (COSO), which is chaired by the Clerk. The potential 
of each individual is assessed and documentation prepared according 
to the decisions taken at the meeting. The development needs of — 
individuals are identified and subsequently relayed to the Deputy 
Minister of each person concerned. | 


Employment Equity 


As noted above, the identification of women and other employment 
equity candidates is a special concern, and attention is given to 
identifying women “‘high flyers,’’ as well as high-potential employees 
from other employment equity designated groups. 


The Public Service must be representative of the Canadian popula- 
tion it serves. This is not simply a matter of fairness to individuals; 
it is also a matter of good management for the Public Service to make 
full use of all the talent available. 


In 1991, COSO made a particular effort to ensure the 1992 
Advanced Management Program (AMP) was attended by a significant 
proportion of senior women. High-potential women candidates who 
could benefit from the AMP were identified by COSO, and Deputies 
were contacted to seek their support. Because of this effort, women 
make up 37 percent of the 1992 AMP course. 


In the future, efforts will be made to identify people with high 
potential at more junior levels in the Executive Group to provide early 
input to the training and development these people require to reach 
their full potential. 


DM Accountability 


The effective implementation of Public Service 2000 continues to 
depend to a significant degree on the commitment and drive of Deputy 
Ministers. Their full support has been essential to the achievements 
described in this Report. 


Deputy Ministers, like other public servants, are held accountable 
for results. The accountability relationships of Deputies are complex: 
they are accountable. to their Minister and, through the Clerk of the 
Privy Council, to the Prime Minister on whose recommendation they 
are appointed; they are also accountable to the Public Service 
Commission and to the Treasury Board, on whose behalf they exercise 
delegated authorities; they are answerable to Parliament on behalf of 
their Minister; and they feel a sense of responsibility to departmental 
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clients and staff.*° They have to demonstrate exceptional judgment | 
in balancing these requirements within the particular constraints or 
challenges of the day. 


The performance appraisal process that has been developed for 
Deputy Ministers recognizes this complex accountability structure. It 
reflects the importance the Government places on Public Service 
reform: achievements in implementing Public Service 2000 initiatives 
and leadership in the management of people are key elements in the 
performance review of Deputies. This is directly related to the 
accountability criteria in the White Paper, describing basic categories 
of management skills in government which should be assessed. 


A snapshot of the process follows. 
Self-Assessment 


In April each year, Deputy Ministers are invited to send to the Clerk: 
— a statement of key objectives for the fiscal year based on 
priorities; and 
— a brief self-appraisal, outlining results obtained in relation to 
objectives set for the previous year. 


For the 1991-92 period, Deputies were asked to submit a self- 
appraisal indicating their personal contribution to the management of 
their people, in such areas as: 


— motivating staff; 

— personal visibility; 

— participation of staff in decision-making; 

— team-building; 

— improved career development; 

— handling of problem employees; 

— efforts in employment equity. 

This requirement will help to focus attention on the necessity for 


meaningful change in the way people are managed in the Public 
Service. 


“pid 7025-8. 
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The COSO Meeting 


In early summer, COSO meets to review the performance of each 
Deputy in relation to demands, priorities and constraints during the 
period. — 

The deliberations of COSO are based on: 


— the overall context and particular government priorities in relatio 
to the department; | 


— the views of the Minister; 


— the Deputy’s contribution to the corporate interest, including 
management priorities such as those related to Public Service 
renewal; 


— the personal objectives and self-appraisal of the Deputy; and 


— the views of the Treasury Board Secretariat and the Public 
Service Commission on the relevant activities of the Deputy’s 
department. 


After the meeting, feedback is provided to Deputies by the Clerk or 
his representative following completion of the assessment process. 


Communications and Decision-Making 


It is important that Deputy Ministers work in a collegial fashion, 
particularly given the difficult economic conditions and challenging 
agenda of the Government. 


Deputies meet regularly, at weekly meetings and semi-annual 
conferences, to share views on key files, to discuss government 
priorities and directions, to learn from each other and to develop the 
esprit de corps necessary for effective management of the Public 
Service. 


Besides COSO, the following committees seek the input of Deputies 
on key policies: 


e Treasury Board Senior Advisory Committee (TBSAC) and 
TBSAC Information Management Sub-committee (TIMS); 


¢ Deputy Ministers’ Committee on Employment Equity (DMEE); 
¢ Human Resources Development Council (HRDC); 

¢ Senior Personnel Advisory Committee (SPAC); 

¢ PS 2000 Steering Committee (PS 2000). 
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There is a common core membership among these committees: 
Deputies of central agencies, including the heads of the Treasury Board 
Secretariat and the Public Service Commission, are represented on 
virtually all committees. Other members are selected on the basis of 
personal interest and background. 


Early in 1992, the membership of these committees was reviewed 
with the heads of other central agencies. Following those discussions, 
the membership of the committees was realigned so that most Deputies 
have the opportunity to contribute as members of at least one major 
Public Service committee. This broad representation will help to 
ensure the views of Deputies are sought before decisions are made on 
issues of collective management affecting all departments. A list of 
the membership of these committees of Deputy Ministers is attached 
as Annex IV. 


Finally, it should be noted that Assistant Deputy Ministers are 
involved in issues pertaining to the management of the Public Service 
through semi-annual meetings on topical issues. Combined with 
regional visits by the Clerk and others, the key messages on reform of 
the Public Service are getting out across Canada. 


CONCLUSION 


Leadership is always important. In an exercise such as Public 
Service 2000 it is crucial to success. As described at some length in 
this chapter, Deputy Ministers are being utilized as key instruments for 
change in preparing the Public Service for the challenges of tomorrow. 
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Chapter 9 
Accountability 


Public Servants will be more clearly accountable to their 
superiors and ultimately to Ministers for the quality of their 
work, their ethical conduct in the use of enhanced authority 
and resources, and for the results achieved by way of 
improved service to Canadians and support to the Govern- 
ment.” 


INTRODUCTION 


Accountability within government is a subject that has preoccupied 
scholars and senior officials for decades. It has been the subject of a 
Royal Commission” and more recently the focus of increased 
attention from parliamentarians exercising expanded roles in the House 
and Senate. 


In 1991, the Al-Mashat affair caused a re-examination of the 
doctrine governing the accountability of Ministers and officials, and its 
re-statement in terms of principles and their practical application. The 
principles are clear — Ministers are responsible to the House of 
Commons for what is done in and by the government; and officials 
are responsible to their superiors and ultimately to Ministers for what 
they do.'! Annex III sets out the principles and their practical 
application very clearly. They are being drawn to the attention of all 
public servants, in order that they will have no doubt as to where they 
stand in relation to the responsibility of their Ministers and their own . 
accountability. 


The concern in this chapter, however, is not with the relationship 
between officials and Parliament, but rather within government, and 
with how to ensure there is the right balance between the amount of 


” Public Service 2000: The Renewal of the Public Service of Canada, op. cit., 
p. 48. 

°° The (Lambert) Royal Commission on Financial Management and 
Accountability, (Ottawa, 1979). 

>! See Minutes and Proceedings of the Standing Committee on External Affairs 
and National Defence, 13, 18 and 20 June 1991. 
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authority which is entrusted in varying forms and degrees to officials, 
and the accountability of officials — to their superiors — for the use of 
that authority. 


To put it more simply, Public Service 2000 involves the increased 
delegation of decision-making authority from headquarters to points of 
service delivery. Only by pushing authority down and out to the 
regions can federal departments and agencies provide services with the 
quality and efficiency that Canadians are demanding. At the same 
time, departments must assure Ministers, Parliament and a host of 
other interested parties ranging from the Auditor General to the 
national media that the authority that has been given to officials is 
being exercised responsibly. 


The Accountability of Deputy Ministers 


The accountability of Deputies is a particularly complex matter.” 
Deputies carry out a unique role in providing public service advice and 
support to their Ministers. On the Minister’s behalf, they can exercise 
all the powers of their Minister except the power to make regulations. 


Deputies are accountable not only to their Minister, for everything 
done in and by the department, but also to the Prime Minister on 
whose recommendation they are appointed. They are accountable to 
the Clerk of the Privy Council and Secretary to the Cabinet, who. is 
responsible for advising the Prime Minister on the appointment of 
Deputies, and for ensuring the effective eperanion of the Public Service 
in support of the Government. 


Deputies are also directly accountable under the law for the exercise 
of specific legal authorities in matters of financial and personnel 
administration. They are accountable to the Public Service Commis- 
sion for the exercise of delegated authorities in the area of staffing and 
to the Treasury Board for similar delegated authorities in financial and 
administrative areas. In a broader sense, Deputies feel a responsibility 
to client groups and other constituencies outside government. 


The accountability of public servants below the Deputy level may 
be less complex but it deserves, nevertheless, a word of explanation. 


** The definitive treatment of this subject is given by G.F. Osbaldeston, op. cit. 
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Accountability Mechanisms 


Accountability inside government is rendered through a variety of 
mechanisms, all of which depend, at least in theory, on: 


a statement of goals or objectives; 


an understanding of what level of service or performance is to be 
attained, and agreement on how it is to be measured; 


the provision of adequate resources, including information and 
training, to do the job; 


a framework of law and administrative policy within which the 
activity takes place; and 


rewards or sanctions for what has been done. 


For the above conditions to be meaningful, there must of course be 
agreement between employee and supervisor on what they are and how 
they apply in the particular work unit or situation at hand. Public 
Service 2000 contributes to better accountability within government by 
trying to ensure that employees have the knowledge, skills and 
authority to do the job that is expected of them. 


External Mechanisms 


Public servants, especially those in more senior positions, are also 
affected by accountability relationships that are external to the work 
unit or even the department. These include: 


various forms of internal audit, both departmental and from the 
central agencies; 


external audit by the Auditor General; and 


the exposure of problems and issues through: 
— complaints from the public to Ministers and MPs; 


— staffing appeals to the Public Service Commission and _ the 
courts; . 

— grievances, which can involve the Treasury Board Secretariat 
and the Public Service Staff Relations Board; and 


— employee complaints and related hearings and investigations by 
the Public Service Commission, the Canadian Human Rights 
Commission and the Commissioners of Official Languages, 
Information and Privacy. 
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Accountability and PS 2000 


The changes brought about by Public Service 2000 affect these 
accountabilities in a variety of ways: 


¢ The focus on service and results compels clearer statements of 
objectives and performance measures, internally and in service to 
the public. 


¢ Both departments and individual managers are being given more 
active guidance and assistance in areas such as people manage- 
ment, training and financial management. 


e The selection of executives and Deputy Ministers places a much 
greater premium on leadership, communication and management 
skills.” 


_¢ As noted in previous chapters, there is much greater involvement 
of employees in assessing organizational problems through 
mechanisms such as employee surveys, councils for change and 
upward feedback.” 


e Policies on rewards and recognition have been improved, both 
service-wide and within individual departments. 


In addition, the Public Service Reform Bill aims at further clarifying 
external accountabilities in people management by more clearly 
defining the roles of the Public Service Commission and the Treasury 
Board Secretariat in areas such as the recruitment of casual employees, 
deployment and discharge. 


CONCLUSION 


Not to be overlooked in this catalogue of accountability mechanisms 
is this Annual Report on Progress. The Report makes meaningful to 
Ministers, to Parliament and to the public the role of ‘‘Head of the 
Public Service’’ that for many years has been carried out by the Clerk 
of the Privy Council and Secretary to the Cabinet. As noted earlier, 
that role is essentially one of the personal stewardship of a large and 


°° See chapter 8 and Annex IV. 
* See especially chapter 6. 
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immensely complex institution whose activities are bounded by law, 
and whose purpose is that of loyal service to the Government and to 
Canadians. . 
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Annex [| 


Public Service 2000: The Renewal of the 
Public Service of Canada: Preface by the 
Prime Minister 


PRIME: MENTS WE Re? 7. PiR ee vie Re COM NMES inert ie 


The Public Service of Canada is fundamental to the successful functioning 
of our democratic institutions and of our country. It serves Canada ably, 
and has contributed immeasurably to our stable economic and social 
environment, to our achievements as a modern industrial nation, and to our 
values and identity as a people. 


Throughout this century, the Public Service has provided an ever- 
growing number and variety of services to Canadians. Successive 
Governments have worked with the Public Service and valued its 
professional, loyal and non-partisan character. 


Canadians expect their institutions of government to work with and 
support them as they prepare for the challenges of the 21st century. 
Canadians expect their Public.Service to be effective and up-to-date, 
providing them with the highest quality of service and staffed and led by 
Canada’s ablest men and women. 


My colleagues and I share the expectations of our fellow citizens, and 
we take responsibility for ensuring that the Public Service will be in a 
position to provide Canadians and successive Governments with the best 
possible professional, loyal and non-partisan service. 


Public Service 2000 is the Government’s initiative to ensure that these 
expectations are satisfied. We believe that the policy for renewal set out in 
the White Paper will equip the Public Service to serve Canada and 
Canadians into the 21st century. 


As Prime Minister of Canada, I hold a custodial responsibility on behalf 
of all Canadians to ensure the continued effectiveness of this great national 
institution. I am proud to be associated with the men and women of the 
Public Service of Canada, and it is with pride that I present to all Canadians 
the policy of the Government for the future of their Public Service. 


December 1990 
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Annex II 


Indian and Northern Affairs: The Deputy’s 
Notes on Management and Development 


The Deputy’s Notes on 
Management Training and Development 


I am very enthusiastic about two 
important and innovative projects 
currently underway as a result of 
the (2 Deputies iat Counc itor 
Change. The first initiative aims 
to establish core competencies — 
the basic skills — required of 
DIAND managers. The second is 
a People Management Course to 
improve our interpersonal rela- 
tions. 


Executive jobs in the Public 
Service have changed radically in 
the past few years. Control and 
risk avoidance previously ranked 
high as . managerial skills. 
Planning, policy making and 
ensuring a good return on the 
taxpayers’ money are still impor- 
tant today. But now there is an 
equal emphasis on people man- 
agement, consultation, teamwork 
and implementing change. 


What are the qualities DIAND 
managers need to manage in our 
changing organizational culture? 
Two working groups were struck 
to find out. 
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February 14, 1992 


MANAGEMENT COMPE- 
TENCIES 


One group has developed a list 
of specific competencies for 
managers. It includes such things 
as thinking skills, action manage- 
ment, interpersonal and com- 
munication skills, to name but a 
few. To obtain a copy of these 
competencies, please contact the 
Deputies’ Council for Change 
Secretariat. 


The second group is looking at 
the same issue, but from an 
employee perspective. It hopes to 
identify communication skills 
and management techniques 
which will bring out the best in 
everybody. It will be reporting 
their findings to me soon. 


The two groups recognize that 
employees and managers are two 
halves of the same equation — 
that one cannot function effec- 
tively without the support of the 
other. It is far from an “‘us vs. 
them’’ game. 


With these two reports in hand, a 
representative group of execu- 
tives will be brought together. 
(This event was organized for 
February but is rescheduled as a 
result of the budget freeze.) Our 
task will be to evaluate the work- 
ing groups’ findings and to deter- 
mine authoritatively the compe- 
tencies and skills required of 
DIAND managers. Once a con- 
sensus is reached, we will com- 
municate the information to you. 
The next step will be to assess 
managers against these compe- 
tencies. Where a gap exists, 
training and development will be 
provided. 


PEOPLE MANAGEMENT 
COURSE 


The second major initiative is the 
development of DIAND’s People 
Management Course for first-line 
supervisors. I am_ particularly 
enthusiastic about this course 
because it recognizes that people 
must come first. I am convinced 
it will help create a more pleas- 
ant and productive atmosphere in 
the department. 


The People Management Course, 
designed specifically for DIAND 
by our Human Resources Branch, 
is mandatory for anyone super- 
vising two or more people. It 


focuses on leadership _ styles, 
communication skills, team 
building and coaching skills. 


DIAND’s cultural diversity and 
departmental values have been 
integrated throughout. A_ pilot 
session has just been completed 
and, by all accounts, was quite a 
success. Minor adjustments are 
being made and the first of 12 
courses to be offered, in head- 
quarters and regions, throughout 
the 1992-93 fiscal year, will be 
ready by March 1992. 


These two training and develop- 
ment programs should make us 
even better at doing our jobs 
than we already are. With 
employees and managers work- 
ing closely and cooperatively, we 
are bound to better serve First 
Nations and northerners. 


Harry Swain 
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Annex III 


Privy Council Office: 
The Accountability of Ministers and Officials 


The Accountability of Ministers and Officials 


The recent public debate triggered by the investigation into the entry 
into Canada of the former Iraqi ambassador to the United States has 
highlighted an apparent widespread misunderstanding as to the 
meaning and consequences of ministerial responsibility. In view of this 
situation, and without in any way commenting on the facts of the 
particular case, the following sets out the constitutional principles and 
practices that govern the relationships among Ministers, officials and 
Parliament. 


The most important point to be clear on is that the constitutional 
principle of ministerial responsibility requires that Ministers, and only 
Ministers, answer to the House of Commons for the activities carried 
out in their name. Ministerial responsibility does not signify that 
Ministers must resign when an official makes a mistake or acts 
inappropriately. In such circumstances, Ministers exercise their 
responsibility by taking any necessary remedial measures. In point of 
fact, there is not a single case since Confederation of a Minister 
resigning because of an error or other action by an official. 


Ministerial Responsibility 


The Government recently stated its position on the doctrine of 
ministerial responsibility in its White Paper on the future of the public 
service tabled on the Prime Minister’s behalf on 12 December 1990: 


Ministers are individually and collectively responsible to the 
House of Commons for the activities of government includ- 
ing the management and conduct of the Public Service. 
Individually, Ministers are responsible for the administra- 
tion of the decisions of the Government and the activities of 
Public Servants falling under their jurisdiction. Collectively, 
they are responsible for the decisions of the Government as 
a whole and the activities of all of their colleagues.' 


' Public Service 2000: The Renewal of the Public Service of Canada (Ottawa: 
Minister of Supply and Services, 1990), p. 8. 
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The fundamentals are as follows: 


1. Ministers exercise powers bestowed on them by the Crown in 
Parliament for the purpose of the provision and conduct of the 
government, and they are constitutionally responsible to the House 
of Commons for their actions and the actions of their officials. This 
principle forms the basis of responsible government in Canada. 


2. The concentration of responsibility in the hands of Ministers reflects 
the fundamental democratic principle that the power of the state be 
exercised under the authority of elected officials accountable to the 
representatives of the electorate. 


3. Public servants are responsible to Ministers. They advise Ministers 
and administer the programs carried out under the statutory 
authorities exercised by Ministers. Those authorities are conferred 
on Ministers by Parliament, and Ministers in turn are responsible to 
the House of Commons. Officials do, of course, answer on behalf 
of their Ministers to committees of the House provided this does not 
draw officials into partisan controversy or undermine the authority 
and responsibility of Ministers. 


4. Ministers fulfil their responsibilities and are called to account for the 
exercise of their statutory authority in accordance with practice and 
convention. As Professor Mallory has noted, the Minister’s is a 
‘political responsibility.’’* It is, of course, a matter of observation 
that government is a large enterprise. But it is not a recent phenom- 
enon that Ministers cannot know everything that is done under their 
authority; the phenomenon is merely more acute today than it was 
in the past. 


5. The way in which Ministers exercise their responsibility for the 
actions of their officials will depend upon the circumstances and 
whether an official has acted, for example, in a clearly unacceptable 
manner of which the Minister had no knowledge. 


The constitutional and practical significance of ministerial responsi- 
bility as explained above has been summed up by Professors S.E. Finer 
and Geoffrey Marshall, the leading British authorities: 


* James R. Mallory, The Structure of Canadian Government (Toronto: 1971), 
pelle: 


2) 


. when we speak of a Minister’s individual responsibility 
we merely mean that, for every act or neglect on the part of 
civil servants, some Minister or other is charged to explain 
in the Houses of Parliament: and that only Ministers may 
Kore 


When action is taken of which a Minister disapproves and 
of which he has no prior knowledge, there is no obligation 
on his part to endorse it, to defend the errors of his 
officers, or to resign." 


Professor Kenneth Kernaghan has noted: 


It is now almost universally accepted that it is unreason- 
able to hold a minister personally responsible in the form 
of resignation for the administrative failings of subordi- 
nates... The usual practice is that the minister informs 
Parliament that the fault lies with his: officials and he 
promises that the offenders will be disciplined and their 
mistakes corrected.” 


In summary, the essential elements of the doctrine, as supported by 
Canadian and British precedents, are: 


i. Ministers are responsible for the actions of their officials, 
whether they had prior knowledge of them or not. 


ii. When an error is made of which the Minister is unaware, the 
Minister acts to establish the facts, correct the error and satisfy 
himself or herself that it will not recur. 


ili. The Minister informs the House of the action taken. 


The Accountability of Officials 


The doctrine of ministerial responsibility imposes obligations on public 
servants as well as on Ministers. Ministers depend on the quality and 
continuity of advice and information from their officials in order to 


° S.E. Finer, ‘‘Individual Responsibility of Ministers,’’ in Ministerial Responsibil- 
ity, G. Marshall ed. (Oxford, 1989), p.118. 

* Geoffrey Marshall, Constitutional Conventions, 2nd ed. (Oxford, 1986), p. 65. 

> Kenneth Kernaghan, ‘‘Power, Parliament and Public Servants in Canada: 
Ministerial Responsibility Reexamined,’’ Canadian Public Policy, vol. 3, 1979, 
pp. 386-387. 
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fully exercise their responsibility to the House. Public servants must 
therefore ensure that their conduct will not get their Ministers into 
difficulty, and they must ensure that the Minister is fully aware of any 
significant matter that could give rise to public comment. ‘‘Why was 
I not told?’’ is one of the most serious indictments of an official that 
a Minister can make. In a lecture to the Institute of Public Administra- 
tion of Canada in 1964, a former British Cabinet Secretary, Lord 
Bridges, expanded on this point as follows: 


... the matters of which a Minister needs to be told do not 
fall into neat categories which can be defined once for all 
and notified to all concerned. Some things of course are 
always important. Others become important because of the 
interest shown in them, at a particular period, or by a 
particular Minister. Others can become important over- 
night, because of a sudden turn of events or of some surge 
of public opinion. All this calls for foresight, perpetual 
vigilance, but above all for a very close understanding and 
working arrangement between the Minister and the Perma- 
nent Head [Deputy Minister].° 


In short, officials, particularly senior officials, are paid to exercise 
their judgment, and first and foremost this means deciding what the 
Minister needs to know. 


Public servants are accountable for their mistakes and errors of 
judgment to their Minister, who in turn must answer to Parliament. 
The accountability of officials is rendered through the chain of 
command to the Deputy Minister who has overall responsibility for the 
conduct of the members of his or her department. Officials are subject 
to a statutory disciplinary code prescribed by Parliament that 
encompasses a spectrum of sanctions, of which the most serious is 
dismissal. 


For Ministers, the doctrine means that they are obligated to organise 
their offices to ensure the smooth working of the relationship with the 
Public Service. When the Deputy Minister asks to see or speak to 
them, they must ensure ready and easy access. The personal political 


° Edward, Lord Bridges, ‘‘The Relationship Between Ministers and the Permanent 
Departmental Head,’’ Canadian Public Administration, vol. viii, no. 3, 1964. 
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offices of Ministers must be well managed and provide for the free 
flow of information and advice to the Minister. And when things go 
wrong, Ministers must take their responsibility, cause enquiry into the 
circumstances and ensure that the Deputy takes whatever remedial 
action may be necessary to correct procedures and exercise disciplinary 
action as appropriate. 


The Anonymity of Officials 


It is obvious that Ministers cannot possibly know everything about all 
the activities of their departments. Moreover, Ministers are required to 
provide extensive amounts of information to Parliament through a 
variety of mechanisms such as written and oral questions, motions for 
papers, study of the estimates, scrutiny of government bills, and review 
of the Public Accounts and the reports of the Auditor General. Public 
servants are, therefore, called upon to support Ministers in their 
answerability to Parliament. 


Without prejudicing its right to hold Ministers responsible, Parlia- 
ment has increasingly accepted that officials answer (always on behalf 
of their Ministers) for matters that are unlikely to involve the House’s 
confidence in Ministers. This development is best observed in the 
practices that have grown up in Parliament’s standing and legislative 
committees, and the widening scope of these practices in recent years 
has significantly reduced the traditional anonymity of public servants. 


In practice, the degree to which officials answer on behalf of their 
Ministers depends on whether the matter in question directly involves 
the House’s confidence in Ministers, or whether it is one that does not 
or is unlikely to involve that confidence. This is not a matter of 
distinguishing cleanly between policy and administration, as is 
sometimes suggested and which is generally difficult and often 
impossible to do. Rather, it is a question of distinguishing, case by 
case, between those matters which are politically controversial, and 
those which are not. 


Officials may, for example, explain and answer questions having to 
do with complex policy matters, but they do not defend policy against 
political attack. In other matters, principally those having to do with 
the administration of the department and its programs, officials answer 
directly on behalf of their Ministers provided the House does not 
choose to regard the matter in question as one of political controversy. 
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As noted, the practice of asking officials to answer to Parliamentary 
committees on behalf of their Ministers has affected the traditional 
anonymity of the Public Service. In this era of constant parliamentary 
and media scrutiny, officials are far more likely than in the past to be 
known publicly. This has not, however, altered the fundamental 
principle that officials are accountable to Ministers and Ministers are 
responsible to the House of Commons. Rather, it reflects a greater 
recognition of the close, collaborative relationship that must exist 
between Ministers and their officials. 


To hold public servants directly and personally accountable to 
Parliament on matters that involve the House’s confidence in Ministers 
would contradict both the principles and the practice of ministerial 
responsibility described above. This would inevitably draw officials 
into political controversy, destroy their permanent utility to the system, 
undermine the authority and responsibility of their Ministers and, 
indeed, jeopardize the fundamental democratic principle of responsible 
government upon which the legitimacy of the House of Commons 
depends. 
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Annex [V 


Privy Council Office: 
Membership of Committees Dealing 
with Public Service Management 


Deputy Ministers 
Membership of Committees Dealing with Public Service Management 
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Annex V 


Treasury Board Secretariat: 
Background Paper on Service Standards 
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Examples of Service Standards 
Approach to Service Quality in Other Jurisdictions 
Elements of a Progress Report on Service Standards 


Criteria for Developing Effective Client-Oriented Service 
Standards 


Members of Ad Hoc ADM Committee on Service Standards 


The intention is to keep this paper ‘‘evergreen’’ by updat- 
ing it at intervals to incorporate the experience gained in 
moving forward. 


A. SERVICE STANDARDS 


Service standards are performance objectives for the delivery of 
government products or services to the public. They specify the 
quality, including timeliness, accessibility and accuracy, of services 
Canadians can expect to receive. They focus on the relationship 
between the client and the provider of the service. They also 
encompass one further dimension — the relationship between services 
provided to the same or similar clients. They refer to the quality of 
service that an organization commits to, or can be expected to deliver 
to clients. Performance measures on the other hand, inform of the 
actual quality of service provided and can be used to monitor 
performance in relation to standards. 


B. CONTEXT 


Improving service to the public — particularly making government 
services more accessible and user friendly — is a government priority. 


Meeting this challenge is particularly demanding. Over the past 
seven years restraint has constrained the funds available to deliver 
government services at a time when demographic and other changes 
are increasing the demand for these services. This puts a premium on 
finding economies and efficiencies and for innovative service delivery. 
It also means that wherever possible resources have to be shifted from 
internal administrative processes to the sharp end of delivery. 


Restraint, coupled with the priority attached to improved service 
delivery, may create a growing mismatch between the public’s 
expectations and what is possible or affordable. Front-line employees 
are looking for guidance on service to the public. 


Steps are needed to help bring expectations into balance with what 
1s possible. Adjusting to the situation will require the support and 
understanding of both the public and front-line employees. 


PS 2000’s revitalization and modernization initiative is aimed, in 
large part, at these challenges, including the need to direct scarce 
resources away from administrative overhead toward better, more 
responsive and more client-oriented services for Canadians. 
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C. 


BUDGET COMMITMENT! 


The February 1992 Budget translates this priority into a nine-point ' 
action plan of specific public commitments. Establishing service 
standards is one important public commitment. Briefly summarized the 
service commitments include: 
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Having departments and agencies work together to provide: 

— more user-friendly service to their clients, and, 

— services in sensible ‘‘clusters.’’ 

In rural areas where there may only be one federal office, to have 


that office provide information and services on behalf of several 
departments. 


Simplifying process and duplication by, for example, replacing 
the several business registration numbers with one. 


Developing and publishing service standards that are based 


on consultation with clients and clearly spell out service levels 


and costs. As well, the initiative is to include the introduction 
of related measures such as more flexible office hours, 
simpler and fewer forms, and faster service. 


Implementing the least-cost (most cost-effective) way to deliver 
services by, for example, having private sector financial institu- 
tions administer programs or services. 


Moving to “‘just-in-time’’ printing of forms. 


Making investments which produce significant savings or 
improvements in efficiency and service. 


Closer administrative collaboration among smaller agencies; 
moving to operating budgets government-wide by April 1, 1993. 


A department-by-department review to improve regulations and 
to remove those that stifle the creativity and efficiency of 
Canadian business. 


More detail can be found on pages 94 through 97 of the 1/992 Budget Papers. 


D. 


THE ROLE OF SERVICE STANDARDS 


Service standards and information on the relationship between service 
and costs play an important role in: 


focusing attention on serving the government and the public 
better; 


better informing Canadians of the kind of services they can 
expect to receive from the federal government and the associated 
cost; 


improving the quality of services; 
improving resource allocation; 
facilitating the empowerment of front-line employees; 


fostering the cultural transformation to a more service-to-the 
client-oriented Public Service; and, 


improving accountability for results and the overall quality or 
‘*standard’’ of service. 


Service standards, when portrayed in relation to the costs and conse- 
quences of alternative standards, support these goals by: 


clarifying those determinants most important to improving service 
delivery, and where developed to take account of client feedback, 
identifying those aspects of service performance most important 
to Canadians; 


concentrating the focus of all concerned — the general public, 
clients, employees and decision makers — on improving perfor- 
mance in relation to these critical determinants; 


providing readily understood benchmarks against which progress 
can be monitored, problems identified, comparisons made and 
performance assessed. As well as encouraging competition among 
service providers and the adoption of best practices, clear service 
objectives can facilitate delegation of authority and clarify 
accountability for performance; ; 


providing indicators of program integrity and, when portrayed in 
relation to the costs and consequences of alternative standards, a 
basis for consideration of what is ‘‘desirable’’ versus what is 
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E. 


‘‘affordable,’’ that will help to improve advice to Ministers on 
the implications and trade-offs of resource decisions; 


helping ensure that resources are conserved and concentrated on 
the cost-effective delivery of services to Canadians and the 
essential operations of government; and, 


providing a basis for improved communication between clients 

and service providers that can: 

— foster more reasonable client expectations by more clearly 
informing clients what they can expect to receive and the 
relationship to cost, and, 

— promote improved understanding of, and response to client 
needs by suppliers, where standards are developed taking 
account of client needs. 7 


TYPES OF SERVICE STANDARDS 


Service standards cover a broad spectrum, reflecting the various 
aspects of service delivery. No one standard is adequate for a given 
product or service. Several are required to define an overall 
‘‘standard’’ or quality of service. They can be discretionary, set by 
the government and subject to change, or non-discretionary, set by law 
or international standards. 


Less tangible service standards include commitments or expecta- 
tions related to the more human aspects of quality service delivery, 
such as: 


¢ Competence, Courtesy and Responsiveness of Staff, including 


related aspects like: 
— Appearance and cleanliness of staff and surroundings; 


— Respect of privacy, culture, ethnic origin, religious and other 
beliefs; and, 


— QOn-the-spot decisions wherever possible. 


Tangible service standards include performance expectations or 
objectives in relation to aspects of quality service delivery, such as: 


¢ Service Speed and Convenience Includes maximum number 
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of rings before a call is answered, time spent in line-ups, or 
turnaround times for replying to correspondence, e.g., — 77% of 
unemployment insurance claims decided within 21 days of 
receipt, connecting callers seeking general tax information to an 


F. 


agent within 3 minutes, or having the Coast Guard respond to a 
request for icebreaking assistance within a certain number of 
hours (different response times are set out for particular circum- 
stances); or commitments to a level of extended hours of service 
or in relation to the convenience of locations, such as clusters of 
similar services for similar clients. 


Process Reliability Providing speedy service is not enough. It 
must also be accurate, and service standards, therefore, include 
minimum tolerable error and defect rates for process type 
operations, e.g., — 89.6% of unemployment insurance claims 
processed error free; or durability targets, e.g., — limiting down- 
time of the Canadian Heritage Information Network to no more 
than 5% of total time available. 


Effectiveness Effectiveness of the service in relation to client 
objectives, e.g., — a 95% student success rate for PSC language 
training or a specified number of reports or arrests stemming 
from immigration investigations; the benefit to the client or 
economic value of what is provided, such as — how much the 
client is willing to pay; or a targeted level of safety (e.g., the 
level of risk a client is prepared to accept). 


Scope or Coverage Relates primarily to the scope and avail- 
ability of the activity and refers to such standards as goals for the 
number of clients served, transactions processed, inspections 
carried out or percent of the population covered, e.g., — a target 
of 131,635 new participants in EIC’s Job Entry program; design 
availability for Coast Guard short range aids to navigation 
ranging from 65% to 85% (depending upon category of user). 


Overall Client Satisfaction Includes the level of overall 
satisfaction with services expressed by clients, e.g., — standard of 
achieving 90% client satisfaction for all PSC language training 
courses. 


ESSENTIAL STEPS TO ESTABLISHING STANDARDS 


The following steps are essential to the successful development and 
administration of effective service standards: 


1. Identify your products and services and ens partners in 


providing quality service. 
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2. Identify your clients and other stakeholders. 
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The first priority given Budget commitments will focus on clients 
external to the federal government. 


In many areas, particularly for regulatory services, the interests 
of point-of-service *‘clients’’ must be balanced against the public 
interest. For example, in the approval process for new prescrip- 
tion drugs this means balancing the interests of pharmaceutical 
companies — the point-of-service clients, with those of the drug 
consuming public. 


In addition to direct, point-of-service clients, standards must take 
into account the role and interests of other stakeholders including 
partners in service delivery (e.g., central agencies, DSS, DPW) 
and other interested parties (others who indirectly benefit and 
may have a stake in how well it is provided, the general public, 
taxpayers, competitors). 


. Assess what level and quality of service you are currently 


providing. 

Often it will be easier and more useful to decide on what level 
of service should be targeted after some initial work in measuring 
current performance and client satisfaction. 


In addition to being developed relative to clients’ expectations, 
service standards must be assessed relative to the organizations, 
current ability to meet them and to the past history of achieve- 
ment, and be developed keeping in mind broader program 
objectives. | 


. Identify the cost of service and the key cost drivers and trade- 


offs. 


The cost of services and the relationship between costs and 
service improvements are important considerations. 


. Provide your clients with the opportunity for feedback. 


Regularly ask clients and front line staff to identify needed 
service quality improvements. 


This is important for two reasons. Service providers who form 
their own ideas of what clients want may be out of touch with 
what aspects of service delivery are most important to clients. 


As well, achieving client satisfaction is a function not only of the 


_ quality of the service actually delivered, but of clients’ expecta- 


tions. Knowing these expectations is important to identify where 


they may be unrealistic and where efforts to promote realistic 
expectations may be necessary — a tough challenge where demand 
or expectations are not limited by having to pay or directly take 
account of the cost. 


Appropriate user charges can play an important role here. As 
well, properly defined and communicated to program employees 
and clients, service standards indicating the level of service that 
can be realistically provided, portrayed in relation to the costs 
and consequences of alternative standards, can help to mediate 
expectations as well as highlight choices and tradeoffs. 


Some of the ways of assessing client satisfaction and expectations 
include comments/suggestion boxes, monitoring the volume and 
nature of complaints, surveys, focus groups, client panels, and 
site visits. 


A guide to measuring client satisfaction, intended for line 
managers has been developed by the OCG. 


. Set client-sensitive service standards. 


Regional, local, or case-by-case decisions on level of service 
(e.g., based on cost-benefit analysis) may be preferable to across- 
the-board national standards in certain cases where local circum- 
stances vary (e.g., in the provision of runways). 


. Develop ways to know how you are doing in relation to 
standards to ensure their attainment and constantly measure 
performance. 


A performance reporting structure that parallels organizational 
structure does not overburden senior management with unnecess- 
ary detail and provides sufficient information for evaluation 
purposes understandable to the public, Ministers and senior 
management. 


Setting client-driven standards and measuring how well the 
organization is doing are continuous processes. Problems should 
be identified quickly. The active involvement of all parts of the 
organization in discussing any problems identified should foster 
the introduction of potential solutions and facilitate discussion of 
these solutions with clients. 


Identifying and developing appropriate performance indicators to 
measure actual results vis a vis standards are evolving processes 
which, particularly in large departments cannot be accomplished 
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overnight. A limited number of simple ‘‘field tested’’ measures 
introduced on a gradual basis may be the most viable approach. 


. Continually review delivery systems, including policies, 


procedures and forms for ‘‘client friendliness.’’ 


The process should also involve trying to find new ways to 
develop better services through initiatives such as: 


10. 


11. 
12. 


13. 
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innovative use of new technology where this is cost-effective; 
cutting red tape; 

using plain language; 

re-examining and redesigning or streamlining work flow (re- 
engineering); 

simplifying and getting rid of unnecessary rules and forms. 


Train staff in techniques and skills for improving quality 
and client service. 


Communicate standards and the cost of services to all 
members of the organization involved in delivery of the 
service and to the public. 


Empower the staff who serve clients. 

Recognize and celebrate team and individual success in 
providing outstanding quality and service. 

Develop and implement a Service Quality Improvement 
Plan, embodying the following steps. 


e establish the level of service that will be provided to the 
client, making it visible to the client; 


e make clear the relationship between the quality and level of 
service and the cost of providing the service; 


¢ indicate the degree of flexibility or discretion available in 
setting standards and any associated risks; 


e outline alternative standards and the consequences and costs 
of these alternate levels; 


e indicate stakeholder views of these alternative standards 
(results of consultations); 


¢« reflect the results that will be achieved; and, 


‘indicate how standards relate to program objectives and 


departmental objectives. 


G. CONDITIONS FOR SUCCESS 


The commitment and involvement of all members of the organization 


is vital. 


The senior management committee must demonstrate 
leadership and be actively involved. It must understand 
what is involved in developing service standards and be 
committed to seeing it through. 


Front-line personnel need to be involved to ensure the right 
standards are developed and to avoid having them appear to 
be imposed from the top down, which would not provide a 
sense of ownership and could compromise commitment to 
them. As well, these people are often of most help in 
finding solutions to the service problems identified by 
clients. 


Standards and indicators of performance in relation to 
standards need to be built into managerial decision-making 
and accountability frameworks (OPF’s, AMRs, Part IIIs, 
etc.). The effort will.only be worthwhile if this information 
is used in day to day management and to make decisions. 


In all cases standards should be developed in a context that ensures 
the following considerations are reflected and are readily available to 
senior management and Ministers. 


H. KEY ISSUES 


¢ Limited resources — this will determine in large measure the 
level of service that can be delivered. 


¢ Balancing service standards and resources — maintaining or 
increasing levels of service does not necessarily imply increa- 
sing resources but may imply, especially in a period of 
restraint, changing the way the service is delivered to achieve 
the standard. 


¢ Dealing with public expectations — in part, not to have expecta- 
tions raised to the point that runs the risk of being unable to 
deliver. 
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Dealing with health and safety standards that may involve 
widespread public benefits and implications that may not 
always coincide with the narrower interests of the direct 
‘*client’’ — the group regulated. 


Outstanding Government commitment — resulting public 
expectations will require early action. This in turn requires the 
development of an action plan, including the identification of 
standards where they have been developed and published — 
with the associated critical path — by each department. 


WHERE WE ARE 


Some departments have made considerable progress in developing 
service standards and performance indicators. These provide an 
important base on which to build. Examples of service standards in 
departments represented on the ad hoc ADM Committee on Service 
Standards are listed in Annex A. 


NEXT STEPS 


Identify the services provided directly to the public; 


Assess existing performance — what “‘standard’’ or quality and 
level of service is currently provided and how much does it 
cost; 


Identify those services where service standards can be imple- 
mented, if not already done, as quickly as possible; 


Do these services relate to services of other depart- 
ments/agencies? Are there opportunities to improve consider- 
ation/accessibility of these services? Do they make sensible 
clusters that could be delivered with improved coordination/co- 
location? 


Is there scope for improving coverage in various parts of the 
country without additional costs? Can points of service offered 
by other departments be used for clusters; for personnel and 
periodic visits; to provide information? 


How do clients feel about service? Have they indicated ways 
to improve service? 


How can employees be given scope to make on the spot 
decisions? What type of decisions? | 


An action plan along with a time line to improve services. 
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EXAMPLES OF SERVICE STANDARDS 


Employment and Immigration (National Averages) 


Unemployment Insurance (UI): 


client’s entitlement to UI determined within 21 days from 
application; 

client’s appeal of decision regarding entitlement to UI heard 
within 30 days; 

telephone calls answered within 150 seconds; 

cheque issued within 3 working days (urban communities) and 
5 working days (rural communities) of receiving claimant’s 
report. | 


Employment: 


clients referred to employment counselling within 10 days of 
having service needs determined in a Canada Employment 
Cane (GEC): 


Revenue Canada Taxation 


Information and Advice: 


100% accuracy; 
20 minute wait for counter service; 
telephone enquiries - general 


out of 100 calls made, only 30 will result in a busy signal 
on the first attempt, 


once in the queue, connected to an agent within three 
minutes, 


call backs next day where research is required; 
1 day response time for business (audit) telephone enquiries; 
30 day response time for general correspondence; and 


20 day response time for Ministerial and Deputy Ministerial 
correspondence. 
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¢ Processing Documents: 
— Scientific Research Credit refunds 
Type *‘A’’ within 60 days of application 
Type **B’’ within 180 days of application. 


e Redress and Appeal Process: 
— client requested adjustments completed within 28 days; 


— in a Notice of Objection procedure, meaningful first contact 
with the party concerned within 30 days of a Notice of 
Objection. 


Transport 
e Ar: 
— Airport Emergency Response (AER) time not to exceed 3 


minutes for incidents occurring on aircraft involvement areas 
of an airport; 


— maximum snow accumulation on primary runway of not more 
than 1.25 centimetres. 
¢ Coast Guard: 


— icebreaking assistance on the scene within a specified number 
of hours of a request (different response times are set out for 
particular circumstances). 


Communications 


e Canadian Heritage Information Service: | 
— system response time of not more than 5 seconds; 
— to limit downtime of system to no more than 5% of total time 
available. 
e Licensing: 


— 45% of Land-Fixed Radio applications will be processed 
within 15 days, 60% within 30 days, and 90% within 90 days; 


— 40% of Microwave applications will be processed within 152 
days, 50% within 214 days, and 60% within 275 days. 


¢ Investigations: 


— 70% of investigations will be processed within 30 days, 85% 
within 60 days, and 95% within 120 days. 
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Supply and Services 


_¢ Payments (cheques, direct deposit) 
— CPP/OAS delivered on 3rd last banking day of each month; 
— Family Allowance delivered on 20th banking day of each 


month; 
Veterans’ Pensions delivered on 2nd last banking day of each 


month. 


¢ Open Bidding Service (the automated system for supplier access 
to government procurement opportunities and related information 
such as financial assistance programs, licensing opportunities and 
financial profiles of industry sectors): 


system updated and provided to provinces within 24 hours 
after receipt of new data; 


information delivered to subscribers 
electronic documents — immediately 
faxed documents — within four working hours 


hardcopy — posted or provided to a courier within four 
working hours 
levels of service must meet 96% effectiveness over any 
four-week period; 
bid package distribution problems resolved within 24 hours, 
96% of the time over any four-week period; 
response time log-on within 60 seconds, log-off within 30 
seconds, to be maintained during peak usage, 96% of the time 
over a four-week period; 
on-line service operation 24 hours a day, seven days a week, 
96% of the time over any four-week period. 


Agriculture 


¢ Food Production and Inspection: 


100% inspection of all animals and birds (pre-slaughter) and 
carcasses to ensure meat is fit for human consumption; 


the percentage of inspected product that meets or exceeds the 
federal standard (i.e. the level of compliance) 


fresh fruit and vegetables - 99% 
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processed fruit and vegetables - 95% 
shell eggs - 96% 
dairy - 96%; 
— accuracy of livestock grading 
hogs - 95% 
beef - 95% 
veal - 95% 
lamb/mutton - 95%. 


e Canadian Grain Commission: 


— accuracy of grading grain - 99.2% 


¢ Farm Improvement and Marketing Co-operatives: 


— acknowledgement of the registration of a producer loan within 
24 hours of ratification; 


— settlement of a default claim within two weeks from the time 
of request by the tender and three months from the time of 
default. 


National Health and Welfare 


¢ Extraordinary Assistance Plan (for HIV-infected blood recipients): 


— 24-hour turnaround time for mailing approval letters after 
receipt of Ministerial approval; 


— assurance of same week cheque issue if documentation 
received on Wednesday by 5:00 p.m.; 


— toll-free claimant enquiry service. 


¢ Income Security Programs: 
— 95% of Family Allowance applications processed within 12 
days; 
— 90% of old Age Security and Canada Pension Plan applica- 
tions processed within 30 days; 
e Indian and Northern Health Services: 


— 90% of all adequately substantiated Non-Insured Health 
Benefits bills paid within 30 days; 


— 85% of Medical Services Branch (MSB) hospitals will meet 
Canadian hospital association standards; 
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— NNADAP prevention services will be accessible to at least 
85% of eligible clients; 

— 90% of all on-reserve Indian children will have an up-to-date 
immunization status appropriate to their age group. 


¢ Health Advisory Services: 


— 24 hour turnaround time on medical assessments of Unemploy- 
ment Insurance Benefits claims (despite proposed changes to 
the Unemployment Insurance legislation which would result in 
additional claims related to maternity and paternal benefits); 


— 80% of Civil Aviation medical assessments will be processed 
within 21 days; 

— 80% of immigration medicalassessments will be processed 
within 30 days. 
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ANNEX B 


APPROACH TO SERVICE QUALITY AND 
STANDARDS IN OTHER JURISDICTIONS 


The following is a brief summary of approaches to client-oriented 
delivery of services in a number of other jurisdictions: 


United Kingdom In July 1991, the Government of the United 
Kingdom published *‘The Citizens’ Charter,’’ committing the Govern- 
ment to a variety of initiatives aimed at making public services more 
responsive and accountable to their clients, improving the quality of 
services overall and involving the public in choices. The central themes 
are: 


¢ wherever possible, competition is the best way to spur quality 
improvement (e.g., reliance on the market through privatization, 
contracting out, and removing the monopoly status of common 
services); 


e publishing service standards, making available information on 
performance in relation to standards, more performance-related 
pay, and providing clients with the opportunity to act where 
service goes wrong or is unacceptable (more effective complaint 
and redress procedures are a central feature); 


e public services must give value for money within specified 
resources. 


Province of British Columbia Service Quality B.C. was established 
to lead a quality improvement initiative for the Government of British 
Columbia and has worked successfully with a number of provincial 
departments to implement a ten-step quality improvement program. 
Establishing standards is only one element. The approach focuses on 
going back to first principles to re-think important aspects of service 
delivery and on involving clients and front-line employees as well as 
management. As well, the initiative has been implemented with no 
public announcement in order to limit expectations. Announcements 
are made to publicize results as they are achieved. 
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ANNEX C 


ELEMENTS OF A PROGRESS REPORT ON 
SERVICE STANDARDS 


A departmental/agency progress report/action poe would list services 
provided to the public* and identify: 


the nature of the service; 
the clients; 
the cost; 


standards that have been established for each of these services — 
covering such areas as speed and convenience, effectiveness, 
coverage, as well as softer, harder to measure areas such as 
competence, courtesy and responsiveness of staff, and the 
identification of client rights staff and supervisors and (where the 
standards can be in place by the end of June); 


the nature of the standards (e.g., established in law, by interna- 
tional convention, departmental policy, etc.); 


whether and how clients have been consulted; 
how standards are communicated to the public; 


where standards do not yet exist, 
whether they should be established 
what they should be 

how fast they could be moved forward 


how client feedback/consultations should be managed; 


what kind of communications strategy is required; 


* Some of this information may have already been requested and developed by 
departments represented on committees implementing other service initiatives. For 
example, a listing of services was requested from departments on the committee 
coordinating the Canadian Business Service Centres Initiative. Departmental 
representatives should touch base with their counterparts involved with the other 
initiatives to ensure there is no duplication of effort. 
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¢ should they be regional or national standards; 
¢ what is required to make the standards real (training, etc.); and 


e longer term action plans to build this work into a continuous 
process for service improvement. 


In addition, since the initiative described in the February Budget 
included the introduction of related measures such as more flexible 
office hours, simpler and fewer forms and faster service, information 
on progress in these areas should also be included. 
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ANNEX D 


CRITERIA FOR DEVELOPING EFFECTIVE 
CLIENT-ORIENTED SERVICE STANDARDS 


The following criteria may be of some help in identifying and 
developing good client-oriented service standards: 


1. What should a service standard look like? 


client oriented: it should be relevant to clients and focus on 
their key concerns. 


informative and easy to understand: it should be easy for 
clients to understand. It should inform clients of the level or 
quality of service they can expect to receive. 


specific: the level or quality of service should be as clearly and 
precisely described by the standard as possible, in order to allow 
people — both inside and outside the organization — to determine 
whether or not the standard is achieved. A standard should 
address only one specific dimension of service delivery (e.g., 
waiting time, error rates, hours of operation, etc.). More than one 
standard may be needed to fully characterize any given service. 


leaves room for ‘‘errors’’: circumstances beyond the control of 
the service provider may limit the ability to respect standards. 
Therefore, good standards should specify how often they are 
expected to be respected (e.g., 90% of the time). If possible, they 
should specify under what circumstances they will or will not be 
respected (e.g., during rush hours, at Christmas time, etc.). Lower 
targets should be established for periods when the ‘‘normal 
standard’’ cannot be met (e.g., waiting time of 3 minutes ordinar- 
ily, 5 minutes in rush hours). 


2. How do you determine the level of service at which the standard 
is to be set and the aspects of service quality that are to be 
covered by standards? 


take into account client expectations: this is a prerequisite if 
they are to be truly “‘client-oriented.’’ 

based on actual performance: it is not possible to develop an 
appropriate standard without knowing in advance what the 
current level or quality of service is. 


nS 
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challenging: in order to help improve performance, standards 
should motivate and challenge employees to do a better job. 


budget-realistic: standards should be developed taking into 
account the cost of delivering the service. 


relate to program objectives and departmental priorities: 
service standards have more than a marketing function. They 
should help achieve broader and longer term objectives. 


take into account standards of similar organizations: even 
though competition may be limited, it is important to be aware 
of other closely related standards to better assess actual perform- 
ance relative to others. 


. What are the characteristics of standards that are effective 
management tools? 


specific: service standards need to be specific to individual 
services and to particular aspects of service delivery to be 
meaningful. 


flexible: service standards should not be seen as rules. They 
have to be periodically reviewed and adjusted as performance 
improves or conditions under which the service is delivered 
change. Standards may also need to be adapted to regional 
contexts. 


monitored: it is essential that performance is assessed regularly. 


met: standards that are not met (most of the time) will produce 
client dissatisfaction. Furthermore, they will become meaningless 
to program staff and managers. ; 


communicated: standards, as well as their achievement, should 
be widely communicated inside the organization and to clientele. 
Clients have to be aware of the standards and the reasons for 
having chosen it, instead of having chosen another. 


widely accepted: employees should feel some ownership 
towards the standards and not see them as rules imposed from the 
top. The standards should also be broadly accepted by the 
clientele. 


ANNEX E 


MEMBERS OF AD HOC ADM COMMITTEE ON 
SERVICE STANDARDS 


Barry Lacombe 

Mike Binder 

Hy Braiter 

Bill Crandall 

Dr. Gordon Dittberner 
Paul Gauvin 

Ray Laframboise 
Kristina Liljefors 


~ Jim Martin 


John Mayne 
Jim Mitchell 
Jim Stobbe 


Treasury Board Secretariat, Chairman 
Department of Communications 
Employment and Immigration Canada 
Revenue Canada Taxation 
Agriculture Canada 

Transport Canada 

National Health and Welfare 
Multiculturalism and Citizenship 
Treasury Board Secretariat 

Office of the Comptroller General 
Privy Council Office 

Supply and Services Canada 
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